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EXECUTIVE SUMMARY
 



GENERAL
 

This Executive Summary presents the results of a mid-term evaluation of the 

Africa Bureau's project for Environmental Training and Management (ETMA). ETMA 

is a regional grant project started in October 1980. It has a projected life of 

five years at a total estimated cost of $11.3 million, with an AID share of $8.5 

million. As of December 31, 1981, U.S. fund obligations were $2,932,000 and
 

expenditures were $894,106.
 

The project is being implemented through a prime contract with the South-East
 

Consortium for International Development (SECID) and subcontracts with the Univer­

sity of North Carolina (UNC), and Clark University (Clark). 

The evaluation was conducted by a team from the International Science and Techno­

logy Institute, Inc. (ISTI). The teammembers were: Fred R. Weber, Environmen ­

alist, and Willia,, R. Thomas 3d, Managemen: Specialist and Team Leader. 

THE PROJECT CUWEPI 

The ETMf project was designed in the collaborative technical assistance mode. 

The Qoal of the proiect is an improved African capacity to deal with the major 

environmental problems, particularly desertification, soil erosion, water supply 

and health. The project purpose is to eStdblish training in Africa in environ­

mental planning and resource riaaagerfrent and to strengthen African institutional 

capabilities to (1) irn)rove their environmental information base, (2) identify 

priority onvironmnentdI problem';, and (3) monit or environmental tasks. 

project of 

triii iing _ d re ource i ,.ni(JerirInt. A work p1ir, for i,.C(h set was :pecified in 

detail for the fi rt two years of t he proJect, with worl n !.usequent years to 

be determined b'y experence durinr the f1rrt two. 

The LIMA cons1stS of two Inter-rtlited (it, activitie-, environmental 
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Environmental training was to include short seminars for policy personnel; medium­

term courses for technical personnel, and longer term individual training, pri­

marily in Africa. 

Resource manaqement is an extension of prior work done y Clark in the Sudan,
 

Tanzania, Kenya, and Botswana. The purpose was to provide technical assistance
 

and training in order to initiate or support specific environmental programs or
 

activities. Two additional countries were to be added in the third or fourth 

years of the project. 

In addition, the PP provided for two representatives to be posted overseas. The
 

representative in Nairobi was to devote one half of his time to assisting and co­

ordinating the traininq program, and the other half to working as a resource 

mangement advisor to the National Environmental Secretariat. The representative 

in Abidjan was to coordinatp training and resource management full time. 

THE NEED rOR THE PROJLCT 

Those Missions in Africa which are engaged in environmental work generally focus 

on immediate environmental action programs, either directly or as an integral part 

of brodder project,.. tie i TMf project provi des a necessary hdIlance by dddressing 

the longer raniq, envirornmeridtl probl emS. 1l0! , halLince is needed because, whi 1e 

immedi ate act1or: cannot be Io tponed, long run 1nr.t i tut i ona I sol uti ons, frmijt he 

found. We 60 leve that the LIMA project shoul d b( continucd, provi(ed that the 

pro ctri errIentu~ttiori pro(w.s(',. Cca ri e r'o, Zr uct reu_d !.o t.ti.it there is a rea;onable 

l ike Iuho(I that w I I I ,Ich It , oIt v(, {)ur ,and (al. 
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THE MANAGEMEN~T HIATUS 
 Lii 

There are two management problems whcprvdthei ETMA Project. They are:~ 2 

fthelakefetie mnaemntwihintecntrctor, organizatio n 
within~awu~r
AID.~f
 

the lack~ of spec ic, articulated plans which deti-ne individual project >i2 
~ activities and link them tothe project's goals-And purposes. 

j The results~have been:~ ~' 

~ -xProject~ activities which do no contribute maigulto heprojct. 

-Acetivities which have bern less successful than they should have been*~'~' ' 
-An 'inability at all levels of project management to, evaluate the progress 
or success of any givenactivity, or of h project as a woe 
Management by default rather~than by decisions 

~jThese problems are so severi thats' in our judgements the ETNA project, as it is,
 
currently being implementedo 'will not achieve its goals and purposes. Ifth
 

Rroec
istocontinue-its management-and implementation must be redesigned. if
 
Sthis cannotbe done, the proJect should be cancelled.
 

THE LACK OF EFFECTIVE MANAGEMENT
 
-Inadequatemanagement withinthe contractor structure isthe result of two fac­

tors:
 

*SECID is not staffed' to manage the contract properly and this type of
management requires a departure from its past style of operations,. 

- The contract stipulates a fragmentation of responsibility that precludes~
efetv management. 

<The Waor management difficulties in the prime contract are that:
 
Itdoes.,not charge SECID with overall responsibility for contract perfor­
mance. 
Itassigns responsibility for coordination of training and resource manage­

~~Ki~Kmenit to, UNC and Clark,,with no provision for SECID to super'vise thms..4 



It pr~ovides tha~t the two regional contract representaives stationeid in 
Africa11wi be responsibl toan receive guidne fro the CotatMn 

The SECID~aefnngdcmsubcontractsY tsntefeiecotacswith UNC rand Clark are in keeping, with thisiri pattern.4 ' 4; bd< 
1e fudn ar douetno fetv<cnrcs llte otinaeabd
 

tNC and Clark ar 

thebudgetiint-i fthey--cert1 ry-that-he-cost-hav-been-incurred7--Whether-any-m 

thing has been accom~plishe~d, let alone anything worth'while, i ot 

get and administrative provisions. U enildt>ayetwti 

AIDs management problem is4-one of execution, not structure.~ Virtually4 all tof 

444the effective AID management_ of the project has come. fro AfiaBra' Office
 
of Regional Affairs, but:.its ability to do this is clearlyr limited, and it has
 

notrec ivd dequate support from the Missions,
 

THE IMPLEM4ENTATION PROCESS 

7~The prime contract requires that an annual work plan be submitted for AID approval 

for each of the last' three years" of the project,' but' there is no 'requirement' to ' 

seek 'approval for changes44ln the first two years, and no recoanition that this~ 

miaht be necessary. This was an unreasonable expectations and ithas not occurred. 

The rigid implementation plan is exacerbated by the inadequacy of the basic im­
plementing documents - the annual memoranda of understanding with thi host govern-7 
ments and the work~ing agreements covering Individual project activities, 

"These documents contain much that is,useful, but they are Inadequate because: 

They ae ngraivess They describe what is to be done, how, by whom and 
When#,and wnIi4 s topay for it, Bnutthu don' con wh* What Inherent 
purpose does the activity4 serve, an o osi otiut to the objc- 4 4 

- 4''"~''tives of the project? 
.Theydo not Identify the internal 0gnsthat are essential to an acti-< 

success 44y' 




'F
 

In hr t th prsn mlementing documents lack the basic analytic framework
 

Durngthe fi rst project year the ienvi ronmena riigeeethsbe 	 hrc 

Twotruthfural chang o th pacetpraaio ao euto
e AIDke 	 Thepocs.frrti nanor
 

euthe
ncreasec it 

Th 	 eurlthsbe inncreasedttrainingcot frmeimemcuss.Din 
gthe the rie nt has been rgc­first project year lcs 	 eee cfha 

e elbshort 	 ementithe
ne bn semn it esear 	 ri
 

overha chsaadedi the strcture beomet he r . Drn h is rjc 

yar,owa cstat an wcs englagesl inpantraiing activities6. 

Oupt ofesutanticrese ntrcsof stsri tillaete ai us
 

:'+yOutouts ofthese cot'rsesIn++i++# persons?/ trained+++++
terms of++I+ ++++++ still++ leave the basic gues-TwnosuctrawhanWhatle aen lce te ofirst isa jo redor n on planc­
hat++wil ++++ c 

tie and actal shor siar. ese the i origifnohighap 
tioof.+i+i+so:+++iwhat?++++++. + happen :In ten ofcagdjbpefrac ref 

Ioeeacnrlflmn 	 nalth
'+++++-,+++<+++hwork a resulti+|+++ +++++ling? If nothtn happens
tiveenvironmenta as ........................+++of++++thentrain... ++++++ the++++
 
tranig +++++'++++3+++++++'++++++
i hae l gly b na wast. To i!+ttle1+i+iconsideration++++++ has++ given
+ been++++++ 


4 + +++ ++
++!;++ 


:In 	 orecostsfoimduerm cireslthis+ 	question+++havelglr eino oetatie n ++ beenh ase athe.oo-llr 	 olwucous e Duin 
''--5-+ +?+J+++7+7 

7 .++tb .. +-.--..---.---------------+--+;+ 

to his: s t the decstsn of the twouse~sorC ondted.)lowupatin
of 


+clon u€+e_ ,' Si.,+;t,7
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BESOURCE MANAGEMENT 

Outputs for resource management are difficult to quantify, but our overall asses 

smen is
 

- Sudan: The work with the -Institute for Environmental Studies is productive 
and should continue. 

-,Tanzania: -Theworkto date has had limited. utility, but the Bureau for 
R c location and LandUseIanning-eserves-conti.ned-support, 

-Kenya:' 
 The National Environmental Secretariat isa unique African institu­
tonuwhich should be supported above all others., Ubalance.-this1s ETMAs .
. 

best opportunity in resource management anT Te most productive s fare 

-Botswana:. 
Nothing happened inBotswana, for internal, reasons*
 

Judged against the proJect papert. project -outputs inresource management have
 

fallen short. Th I is an inherent risk in any institution building activity, 

Yet inputs have-not lagged~si gnificaintly and the,.gap between -1nputs .and outputs... 

in resource management parallels that in training. Inthe first year, personnel 

costs were 93% of planned levels, 122% if Botswana is excluded. 

At-Clark. only 26% of the total resource management costs for U.S. personnel were
 

for services performed overseas. We do not believe~that this ratio of 3 dol lars
 
spent in tho U.S. for every dollar spent overseas is consistent with the proJect's
 
goal of strengthening A an institutions, and much of the work being done in
 

the United States appears to hzve been academic and detached from reality.
 

ARECAP OF OUR OVERVIEW 

The comments above are largely -negative, but they should not obscure our firm.
 
conviction that the proJect deserves continued support. I t is a professional
 

judguent, w we can support but not prove, but it is firm. The problems are. 
........... 


-in the mansoement______-iand 1implementation of-the proJect. They be r +lOiand......can remdied,
d - < + . + +i + , +++++ +++1: + ++ ++++ + +++ + , ., . ' , + '- + + 

.... .....+ ++ +;:+ +:+++ + .; + + ++ +. . .. ... ; +++ + V + +++ + + +i+ +++i + + +++?+ L + : +++ +++;5;
 

.the effort to do go woul d be worthwhile. 



~~Gi Yen all of the ab6o"i' th'ere are three apparent. overall1 alternatives for the 

~future of the the ETMA project: 

The first alternative isto cancel the proJect.' The main advantage of this' 
S 	 is that it would, be: relat ve yisirle,and 'overall savings' n project, costs' 

would be considerable. " 

.The second alternative is to continue' the Rroject with a sharp1ly reduced 
set of activities. Likely. candidates- for continuation wol be the resource, 

~~management' work. I.:The, project 'might then be reduced. to a 'single' direct_____
con't ract- wi th- ,Cl0 ark 'V But-thi s-restructu ri ng7wou 1d,not- be-a s-as i­
miht aper vn-l~oeiie set, of -activities would require that an 
analytic 'framework'be'desi gned,'and put to use, and considerable pre-project
an.'d~in-roject preparatory-okwul haebe atd 

'	The third alternative isto continue the project with a restructured manage­
ment and management systcm. This -alternative offers a reasonable prospect
oU achieying a]lIl or most of the original project'Is goals and purposes.
There is arisk'that the proposed analytic framework will not be as effective 

1, .as we think it "will,' or that 'SECID cannot~become an effective manager. We 
Ject's ends Justify the effort to redesign the management of project lmD e­
mentation.. 

(Africa Bureau has established a requirement that certain questions be answered in 

the executive summary of all evaluations. The questions are aimed at the transfer 

of technology, and ETMA's purpose is institution building, so we doubt their 

relevancy to this project. However# our answers to the questions, inthe context
 

-of 
 this project, are contained in the attachment to this Executive Summary.) 

* 	 LIFE OF PROJECT COSTS 

At this stageit appears likely that life of project costs will fall short of the 

orioinally prolected $8.5 million. 'There has been considerable project slippage 
to 	date* and redesign and restricted activity criteria will cause more.
 

RECOMMENDATIONS
 

Based onthe' above analysis, our recoimmendations for the' ETNA project are: 

Recommendation 4* We recommend that the ETN4A project continue ba ically as It 
cncee 	 mentwas 	or ifsal. 403 ut with management, and the maa structureL 

cangdoprovd eaeasonae n~Ct tat teproec aWell t8016 
goa,* 	 'S~~l *d.puro-. ­



----

Recomndation 2: We recommend that ifthe management and implementation of theL% 
EM ro ect cannot-b effeoct yesestructud the prjct be cancelled.
 

~Recomendaton.3, We recommendthat separate documentation ortemeoad
 
~of understanding an~dwork n agreements (ref ea Yte ,atterl require te pe


an anan oo : al tc7 ramewo oreac see ocacv * essen- L2K 

Oa elements that shoul be inclu e In such a mework Are described in more~ 
~detail I n Chapter H.~A - - -- - - - -4-

Recommendatfion 4: W_e-com-e h ri ec trc be rIe visedI ocet 
contractor structure appropriatefor the implementation of an $8iFmilon pro­
ject.- Necessary prime contract changes include the following:
 

SMake SECID directly responsible for. the success of the project, give it the 
authority to do so, and hold itaccouentable for results,
 

Have the -regional representatives, report to -SEC ID, not to the Manageme.nt 
A ­>~~ Committee. 

-Limit the role of the Management ACommittee to one of providing advice toA 
SECID­

-Make Clark's coordinatio'n of environmental management (and UNCs coordina.-­

tio of training, if it is continued) clearly subordinated to s '44I 

-Recommiendation -We ­5: reconmnd that AID look Ato SECID for overall Proiect 
Amanjoement,,and 
 that_5LGIO be staffed to do the Job.- What Isrequired is a Nul­

time ,Professional manager who Is -Provided with adeate administrative and cleri - ­

44 calsupport and thus is free to manage -

SE IA eR_- - m" 

~rT~'h igR responslbillity for the coordination of environmental trainina. 
Astrinngcourses art io0nt1fi 3LI SfO~ o the ou totemstapo

AApriate member school In the consortium.AA 

Recm daton 7: We recoummend that the subcontract with Clark University AbeA 

revised naccord wit r The revi-~t ~ime contract revisions recomended above. 
sion should: 

*Make Clark clearly subordinate to SECID, 

*Charge Clark with accomplishing specific tasks*
 
Assign resources to each~ specific task*
 

SBase invoices ont wok one otmne po 

http:consortium.AA
http:Manageme.nt
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Recommendation 8: We recommend that AFR/RA continue to be responsible for
 
overall monitoring; that the Missions be more specifically charged with review
 
Of proposed activities a.ainst stipulated criteria; and that the REDSO's continue
 
to serve in an advisory role to the Miss~ons.
 

Reconinendation 9: We recommend that the activity at Clark be reviewed with a 
view toward sharply reducinq the amount done in the U.S.; that any research in 
the U.S. ,eexplicitly justified in the future; and that AID and the contiactor 
seek ways to use more TIMA funds for relevant work done in Africa by Africans. 

Recommendation 10: We recommend that AID and the contractor review the overhead 
establishment at Clark with tne intent uf reducinq the share of environmental 
manaqe~ment funds that dre spent on overhead; and that strict controls on overhead 
costs be built into the revised subcontract with Clark. 

Recorrunrendation 11: We recommend that the position of coordinator in East Africa 
be continued, but that the need for a resident coordinator in West Africa be 
reexdmi nel at the end o tne present inTuimbent 's two year tour. 

Rec on:end at ion 12: e recommend that a special effort )e made to use more 
Toca! CIre er-ca.s 6Jvs be to instudleS,.more sho-oI d Tound i n voltve course 
frepa rator and U.. taculty should spend iore of the course preparation time in 
AI rica . ever iT tIhl n o Ives ext r, I)er di em. 

eComri-ntal i on 13: We recomrend that all current resource mnadwdoement actlvi tIleS 
be cE reul-m_ - r ev ewed when the p ropose(d ,na -yicVtC frrarrewor,:s have bteen prepa red 
for ther. P'art .u Iar attention should be paid to the extent of host country 
invol venent. 



- - --
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Evaluationof Information Needed by AFR...... ..... . 

Thsttachm~ent attempts to answer the, questions posed4 in State 081077.,_ The ,%'4->' 

asers pertain to the project for Environmental ,Trairnjng and Management in Afrilca ' 4''~ 

(EThA) .' The goal of the ETMA projectisto.u the capability'.of African govern-' 4"4'" 

~mentat institutions~ to- deal, with- environmental 'problem o~n a.national~ level,' 
Whti.being tansferred4is tchlolgyll in a ver sophisticated sense. Ou r~x:-.z~i 

O-ur answers 'to the 'qustions are as follows:r "4' 

I. W~hat constraint does this '-project attempt' to -overcome and who does it "cons-44 
train?-< 
 .f'' 

The constraint. is the severity- of environmental problems in Africa, it 
*constrains the' rural ipeople: and the, cntinent's, future. :'In the, long-term,
if soil and 'vegetation andwte' are'exhausted,, the prospect 'for evertn-"
'creasing future generations is bleak*' The project attempts to help'1African.
nations find" a balance between current development and its. long-range, 

-ecological coneqenes
 

110. What technology does the proiect promote to relieve this constraint?.. . 

- The capability of selected Afric.~n governments to make a ration 'al choice 
between Immediately productive development activities, and the ecological 
future, ,and.the capabibIlity to mount ong range programs to deal w:iwlth known
 
environmental probi an.- --

III* What technology does the project attempt to replace? 

Nones it does not-exist now. 

7IV."- Why do 'project planners believe-that Intended-beneficiaries will adopt the 
proposed technology? 
The Intended beneficiaries - the rural populace do not have to adopt the 
ropobd-technolo. It needs to be adopted at the central' govrnmental' 

.ltevel" 

.... What characteristics do intended beneficiaries exhibit that haverlevance 
to their adoptino the proposed technola 

+17 
++'24 
+¢++:D ' + . ', 4 . . 

'
fi l l l ++7 +7+++' 


++;++,+ 0 :+Tl i i '4'4P

The ultimate beneficiaries have none. The intermediaries -the government­
- 0 ''" ', '- "4 , ' '4.-'-lofficialsiwho are the direct recipients of'the technolo hve demonstra­

---- ted their ability to adopt it. The staff members a hrtoum University,
for example, are trained, professionals who have devoted considerable per-

­

sonal energy to the project. They are highly motivated and cooqetent. 

"'"4"'' ".''-.' ,,: -4, '', . ' '4 '"-. "'4.' +, '4........... '4.$:+-+++:+++p4,.4 + ... '4++ +'4++ '4 '4 ++-++ 
.'.... .' ,--' p" '4+4'.4 ... '44 '4+'+ ' 0"4''4;1'4'44".......'..+:+ . ... 

'4 '4 4',.P4.''44'p44,"'p''4.''~4,- fl.r" 444'' 44''"""'" ~ ~ '44444'..4P~44'4''4'.4-4'~,~4-.~,""
-' p +4'44.44'.''4,'40 7'4 p..."+' "4 '44p - 44'"'4''44'4'" 

http:capability'.of


a 	 4. 4 

4.. - - - 4~ A.2 

V .- ,What adoption rate has thisproect or previous projects Achieved intrans.­
ering the..proposed technologyX ; -4'' ' 

We',ko fn rcdn rvospoet h adoptilon rate in the frt
project year of thiis': project was l4ow,~ but we& lie ethat- this is afunction~
of poripeetto and thej inheirent 'difficul ties4 ofisiuin build-
in.Wt rprmaaeetlne run prospects 	 beer.',should 	 -be 

VII. Will th rjc e i oinfre tha will;: 'j 

ndc- urhr-epIoa on fte-cons traint-and -improveiiants- to-the---­
,p.<,, ~~"A~44 ,~technoMogY pakge to overcome1 it? 


, ~ ~> ~' Yes Theivwhole purpose is to enhance the ability of African governments

To-eal ontheir own, with pervadlng''environmental problems.* 

'VIU.# 	Do private input \suppliershave an- incentive to--examine ' the constraint>

addressed Fy the project- and come up with solutions? ~
 

This is not applicable' to-the project, which i~s designed to strengthen the

capability of government 'institutions,>to deal 'with environmental problems.
Any private sector involvement will come later. 4', 

+>;IX. What: del ivery system~does the pro~ect employ to--	 ~ :I" 

44444-transferV the technology to intended beneficiaries 	 ­
*does the project provide training in the use :of new technology to 

7-7;-v-extension agent wh wil inturn train groupsof farmers? wat en.
 
' ~tItles.. 41 
 ->4' 

A'This project isnot aimed directly at farmers although ,they would be ulti­
-7 mately involved. I~Itidoes h ' a basic" purpose of creating'a continuing­

'44training capability, and this has not been done as wvell -as-it-should have
been.$ 

SjX0 	 What trainina techniques does the proJect uss to develop the del ivery syse 
tam?3
 

4-The 
 conduct of courses under Africandirection and relying heavily on African­
-44{44'4instructoms 
 In the 'future this should be supplemented by explricit plans

'74 for 	the local' conduct of follow-on courses. 



-TBLE 0F ..CONTENT .S.. 

NTODUCTI 


Obeect yes * eos9*9e** 999909999 99999'9 

et o 0 Yo 0 9,41 *,'d***.*oe**q**e0 0......,,..., 

-OJECT ,BACKGOUD 


7he O~g~p o te roJect 

The roJect .p~.,,9qo.o999eee~esq 

TH E NGE5Ef1TtHIAUS~ 

Al'D,roject Management 9~9*9*9999999S~9***O9s
 

Contoa a roject I11emenatioa Acti vitie%< 

,'Altrnati e Management Arangements 9 ''
 .-Te:Role of the Regional Coordinators . .. 
The Rol~e of tee 'ingCommittee ,. 

I 1 PROGRESS TO DATE ~~ 

Geeal_ 

GEnvrenta 
Trinn *000*04990 

The Sbdort-Teru Semilnars.t :ODt 41: 
Th Mdium-Ter Courses toDae2 
ResourJce Management

'A'e a Aproc to Resource Manaeme ti...,......v

SpecificResource M4anagement Activities4
 
~Overa IUtility 414
 

The Poject Goal and Country Covera ge. 

Project Prpse~-Environmental Training 


Fuur ReoreMnagemn Activties 


IV. SUMMARY OFCONCLUIN A10RECOMMEDATION 


Page
 

1
 

2
 
2 

4
 

4

4 

7
 

12 
15...

1
 
18:
 

21 
21 
21 

':*:o:e**.:e.*28> 

34
 
39
 

45
 
46~ 

4
 

51~$
 
1
 

ATTACHMENT- A: fWr
EvlainScp 




set reses' te s a, id-'er~ u o egpy or­s ua fo, 

natioa l:e1 e1oments egloai for., Eav r nmental- rain ngn:a agement* 
moeapprprate t ' ,: ae been,Envionental Tra i hg-and Resource 

Naemnt- n,Af ri c Te p ojet is aco 1s ETi,' ETA s:- p- oete 
5ta ted ' 'Octo6e'6r- 980. as- o~ceo ve7- ea a a l 05 
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seminar participants. Documents reviewed ranged from basic program documents to
 

training and reference materials produced by the project. In addition, the team
 

observed the actual conduct of - seminar in Tanzania.
 

Site visits, in terms of locations and working days were:
 

- U.S.: AID Washington, 2 days; SECID and UNC, 2 1/2 days; Clark 2 days.
 

- Africa: Sudan, 2 days; Tanzania, 5 days; Kenya, 5 days; Abidjan, I day. 
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1. PROJECT BACKGROUND 

The Origins of the Project 

The ETMA project was designed in the collaborative technical assistance mode. It
 

was both designed, and is being implemeted, by SECID dnd it's two subcontractors,
 

UNC and Clark. The project had its genesis in environmental activities conducted
 

between 1977 and 1979 by UNC and Clark using AID project support and development 

funds. These efforts culminated inthe preparation of two separate Project Identi­

fication Documents: one on environmental training in Africa prepared by UNC, and
 

one on resource management in East and Southern Africa prepared by Cli,.k. During
 

the review process, because of the obvious inter-relationship between the two
 

projects, a decision was made to combine them into one. Apparently, neither
 

Clark nor UNc wanted to assume primary responsibility, so SLC!D was brought in
 

to perform this role and to make the capabilities of its 32 member institutions
 

ajvailable to the project.
 

The process of development of the combined project involved field visits to 12
 

countries in Africa which had expressed interest in envirormental traininn. A
 

PID for the combined project was then drafted. It was revieoed it a meeting in
 

Dakar in March 1979, which was attended by representatives from interested African 

countries, regional organizdtions, and the U.S. The meeting produced recommend­

ations that were i ncorporated into the final PID, which wcis approved by All in 

July. The Dakar ineeting also resulted in the creation of a (4t-.rin . Commnittee, 

with U.S. arid African rv,)rn. a1,dt1ve,,, to provide idvice. and (uidnce, on the de­

cof'iduCt ,( l, 1 t111t1sign ind of the project. Ihe ')te1,('1(I I -, h,t, 1O111thrc'. , In 

August 1979, (0ctober 19,10i ,ri Miy ]9l?. The 19 1(o rwo:t. i , ( Ii.veloped o. ,.iuiat oriS 

for the d(,!,i(nr of the prujec~t ind the typ of trtilIrn: ,rud oth'" projict ,ct lvitles 
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that should be included. These recommendations were substantially incorporated
 

into the project paper (PP), which was approved on August 5, 1980. The contract
 

with SECID was signed on September 30, 1980, and subcontracts with UNC and Clark, 

were signed in November. These dates are four months later than the projected
 

dates in the original implementation schedule. 

The Project Concept
 

As might be expected from its origins, the ETMA project consists of two relatively 

discreet, although inter-related sets of activities - environmental triining and 

resource management. A work plan for each set was specified in detail for the 

first two years of the project, with work in subsequent years to be determined by 

experience during the firs' two. 

Environmental training was planned to take place at three levels: 

- Short (3-5 days) seminars for middle to upper level planning and policy 
personnel, intended primarily to sensitize them to environmental concerns and
 
to stimulate them to include such concerrs in their planning and management. 
Six seminar topics were identified in the PP and 13 seminars were planned 
for the first project year at a total cost of $292,000. 

- Medium term (4-6 weeks) courses for' technical personnel, policy imple­
mentors and extension personnel. Three stminar topics (two of which are the 
same as short, seminar topics) were id'ntified in the PP, and five courses 
were pldnned for the first project year at a totdl cost of $313,500. 

- Longer term (2-12 months) individual training, to be conducted primarily 
at African institutions. Ito long term training was planned for the first 
fiscal year, c.... of the lead times involved. Fifteen trainees were 
planned for the second f iscdl year at a total cost of $90,000. 

kesource mrananement it (in extension of prior wor (on(- by Clark in four East and 

Southern Afri C ount r if(-, to provide tcr icll 1'.,Pttric(. and train ir ini­1 to 

tlate or .upport e'c i 1fi c ivir(vrr:,,ritil prwjrr:i or akt 1 VtIv e,. 1wc, iddltional 

uridertitied countrlo-, wet'- potent itlly to t')e dde(m d in the third or, fourth years 
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There are two interrelated nao w p d ETMA Project./+:w:<j> A" 

-~the I ac of- effective management witin the, contractor organization and <<' 

thEe lak. of rspecific articulated. plans which define individual project~­
acivtisand link them to the project's goal' andpurp~e.< 

Th1'Tme been: contoutite the project.ruannlts have ' 

i ij, .... :, 1Project activities which do aningful lyto the project., 

Proectactviteswhich have been less successful than they should hav~e 
4been because of inadequate planning. 
An Inability at all 1evels of project managoient to effectively evaluate 
the progress or success of any given project activity or the project as a 
whole.~
 

Management by default rather thin by decision. 

..... '+ +........... i; !!
 ' +-4+4- " + '+ + 4' 4+ 

4i 

Sproblem are so, severe that,In our judgement, the ETMA project as it is
 
currently beingimnl emented will not achieve its goals purposes. the pro­-and -If 


Ji1ct is to continue it's manaement and implementation must be redesioned. If
 

this cannot be done, the project should be cancelled.
 

The Contractor Organization -

The present ,contractor organization and its deficiencies stem partly from the 

origins of,'thtproject and part ly from the natur. of the organization and opera.
 
ticns of SECIO itself. The deci Jn~o nape.SECID as prime contractor, with t''t
 

va~-rsity: of North Carolina and Clark University as subcontractors did not bring
 

together equal parties inan arms length- contractual-.ltnstlir'
 
Ea tivrIE'Iicame involved, UNC and Clark were well entrenched in
 
Eas Africa in their respective areas of interest - environmental training

'"+4-' *4:4444V+44>4V .... ' 44<> 



and environmiental managemnt, SECID itself (as opposed to its member~> 
instittions had vi.rtually no experience in the subject or the area. 

UCand Clark were rersneda h Dak~ar mneeting inAugust 1979. SECID1~
 
~.4~~was not* > ~4Z.~ 

(AWashington based representative, fSCD who, was not a professional 
( environmentalist, was a membe oteM rpain:cmttee, but :Clark 

S did thepbrk of the wore 

-The1JINC 
and Clark managers have been associated with the project from the
 
~:$ begnning. The SEC ID project .manager; was not even hired uni eea 

~The potential effect on contractual relationships isobvious,, and they are re­

~flected inthe contract staffing. UNC has a half tieprfssoalmnae who,­

supported by a half time adminstrative assistant. Clark has five i ndividtials, 

in its3 project administration structure who work an equivalent of more than three 

full, time person monthsper month, and are supported by substantial clerical *;id 

graduate student assistance. SECID has one professional environmentalist who Is. 

.+ + and contract administration, ...< responsible for'both project management and he +has_7
 
had virttioll noss istance. (He prepares tebackup data for the invoices, for
 

' 

The nature of SECID operations Is also a factor. All, or almost all, of itspast, 

~ contracts have been ones where long term advisory groups are stationed overseas, 

S In these cotacs management is the responsibili ty of the team leader in the 

field. The SECID contract managers InNorth Carolina have been administrators, 
A whose function has been to provide administrative support for the contract team.

e+"+'a+"++ .. +7+l .) 

We are not being critical* this Isasensible arrangeimnt. But it did not provide
 

;a precedent for the continuing, substantive management that the IETNA project
 

requires.
 



Tts themselves. (The contracts 

.~~are consonant with the mnagement structure in the project paper.) The piecon~
 

,tract states that, ,in order to achieve the project goal, the contractor will work
 

-with-and as'sist African governments,~regional African ognztnsand African 
 ' 

2&educational 1institution~s to develop and carry out4the activities for the first two '­

'years that are listed' in the prjc aeI rqie hta anual#work plan 
-7--be-submi tted-forAl 0--appovaroriachof the1 asthreya o-hepojc--b­

there 4s no requirement to seek approval for changes in the first two years rom;
 

the planned, activities,,-and no recognition that this may be necessary. As a Pe­

suit, th fist annual report briefly mentions. that the short seminars have' been
 

'virtually abandoned and, that the duration of the medium term courses has been cut.
 
in half, but' it contains no discussion or justification for these major revisions.
 

Moreover, the organization and management section of the contract formally estab.
 

lishes the unbalanced contractual relationship described above.
 

SIt does no hag SECID with overall responsibility for contract perfor-,
 
manceo
 

provides for a Contract Management Commaittee consisting of SECID, IJNC-It 

and Clark. "to ud SECID in the execution of contract coordination and 
implementati on. ' 

"'"''."'+'+4-vF4-,I'-'4-It ­assigns responsibility for coordination of the training element to UNC. 

*Itassigns responsibility for coordination of the resource management 
- -elewent to Clark. 

It assigns only coordination of the long term training element to SECID, 

It provides that the two. regional contract representatives stationed in 
Africa *will be responsible to and receive guidance from the Contract 
Management Committee#"m not SECID. 

-The SECID sub-contracts with UNC and Clark are in kesotno with this pattern. They
 

«are funding documents, not effective contracts. The entire scopes of work for
 
'the two subacontracts are as follows:
 



(UJIC) '.The University wilI b respons'bJ e fo aaigteognzto
andadninitation of shot eminar and medium length courses for~t~i'a Iin­
in purpose."~ The~semina~rs and oue~s Will be tailored to~deal' with
specific country or regional eniomnalise.
 

(Clark) The inYers it. ~wl be responsible for coordination of the resource
 
management activlties, an~d for integratingtraining into resourcmanage-Ment activities, in the four countries ini tially: nvolved inmanagemnent. 

u In each of theresource managemet cu tries nlocalesteering comrmittees or managing comin~ittees have been or will be'identified. " 


_7-either---sub-contract -mentions--guantity-of ork- to-be-accmp1 ishd i-rIienthe77' 
level of~effort to be Drovided.~ All they contain are a,budget broken down into 
cost compone nts, sc as salary, fringe benefits -overhead,.etc; and administra­

tieprvsin 'for Invoicing, reorkeeping, andw similar aciiis. 

~PClark are entitled to payment, within the budget limidti provided only that they 
>~submit invoices certifying that the costs have been incurred. Whether anything 

has been accomrpl ished, let alone anything ,worthwhile, is mot. 

'~Thus,, SECID. -asthe prime contractor, does not have the- responsibility, thel
 
authority, the tools,' or the manpower to effectively manage 'the contract to see4
 
that the Pro~ect's obJectives are achieved. This is coopounded by the fact, dis-


Scussed in the last section of this chapters that there is presently no effective
 
means for designing or analyzing individual project activities to insure that 

they will contribute meaningfully to the accomplishmmnt of the project's goals
 
and purposes.
 

in~thisI uituation, the results are As discussed in ChapterI+ hardly surprising. 

111i we conclude that outputs during the first project year fell far short of
 

II, +++++++ r++ i+ . +}.. + ... i.. ;i: +?. ++++++ + ? ++ + + .+ ++++++?++ +++++' ;+,+++ +++++++++ ++++-- ++S++++++. +++.. ++!:,+. . . . ..(::+ . .. .++ ++ 
++++++++ +++++++++ + +++++++++++ + + +++++++ + +++ ++++++ ++++++-+++planned levels, that inappropriate activities were 

' 
carried outs and that expendi­

>ttreswere excessive,ii1. , , ++?++
13+,+++ ++ ++++ 
++++++++++,,+ +++ 
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During projet desi g the RES' took the psition 4that they did not have the1 

saftieto.assumeirect responsibiiyfrmngnh ETMA project.~ As a 

Sresult, the project -paper provided. that the Regional AID nvironm~ental Officers,. 
upon rqe ofAR/Rnj or the Prinicpal AI ContyOfficer, would 4be responsible 

for reviewing and clearing ETMA countryor regional programs; evlatn trinn 

,program;and4fo oitrn esu emaae trgas on an ad hoc basis. In4 

Sresp-onse-ta an -iiUflqty-romRED5OWij,-A reaffi rmehsdeji-i o-t-'t- rect 

involve tlie REDSO's and4 charged them with a 'liaison reIsponsibility, instead. As 4f.2 A 

<~far as we are aware, the Missions, have not expicity exercised thsoption 

either, although ..missi.o~n environmenta.officers have certainly consulted with. 
the Regional Environmental Officers about EThA activities. 

Our Judgement that AID has not effectively managed or overseen the project as it 
ispresently being implemented isall thae more serious Inview of our concomitant 

judgement that the contractor has not dons so either. 47 

Control of ProJect Implementation Activities 4 

~,The design of the ETNA proJect was a long and elaborate process. Itcovered a 

period of several years of direct involvement by Clark and UNC in environmental 

activities in East Africa..The resulting project documentation includes environ­

mental proilies on four countries, .records of environmental priorities drawn from 
interviews with 140 individualt in10 countries, the two original PI~s and the 
ETXA PID and ProjectPapfe. But the r'sijting proJect design issuchi that itis 

almost as though this elaborate project plafnnn process obviated the need for 
further plannina or for analytic managmment of %lementation;o as though the ori­

ginally scheduled pro,,4ct activities would proceed without change. These were 
V4..unreasonable expectationss and they have not occurred* 



BeyondAID/Washington approval of the annual program n ugt h rnia
 
mneans for control of project implfementation are the annual in1dividual Memoranda
 

oUnesadn betweenR h contractor, tepripanggovernment and the 
sponsoring host~country instiution. The poject paper provides that: 

These. Memoranda of Uniderstanding will. be subject.,to approval o~f the respectiv>""
~I - iimt uon director and/or th~e Director~ of REDSO. The indi idual eoana :yc'. 

of, Unestanding wilprvd the folloing information: 

""" 	 5"­~ 	 1. Substance -brief"'descr'iption of activity;j 

2. 	Level - nature of invites by' responsibility. and pos'1tion; minimum/ 
- maximum number of participants;p 

3,Soonsrshll -name, of-host institution(s);, individual in charge;­
plac ofrining; '' iA 

4.Timetable --schedule for preparation of trainiing materials; designa­
tion o wIkIl be responsible for which materials; date(s) ' of train- : 

-" r"- -ing; length ofact~vJty,;-proparation,,of reports; ' 

5. Evaluation, - who wil~l be responsible forma t-and 


6. 	Lgistical Details -responsibility :for, invitations, hotels, trans­
poration. ied"rips, clerical support, rosters. a-v equipment,

7------' - etc.; 4~-"--'--5--' 

12' 	 5-7. Follow-up, 'responsibility for 'next stiges including next stage semi­
- -nor or course* long term training, regional activities$ incorporation

of course into 	regular curriculum, discrete environmental activities',
 

- .- 8. Cotiuinof Local Institution(s)" description 'of' staff time,'­
- vfaclities, Eransport, and other arrangements which will come-rom* 

local institutions;
 

U,9."	Financial Arransements *agreement on who will provide payment and 
inwhat mianner Including Who will prepare accounting and reports for 
particular disbursements.	 

-

Inpractice these~Memoranda have been supplemented by individual working agree­

uments covering each specific training course. The working agreements follow the 
 '~5 

format,of the Memoranda and are intended to serve the same basic purpose. They
 

ha~ve evolved because actual courses are often ones that were either not provided
 

5 
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shudbe rewritten toharee Clarkith comlshneseifctak and 

Theccoplishments u1bImoeand ionvicle eatveold e~ ban on 
*pe threey weo~ believeta th eor ces':Orgnal Intndd.. r otsan 

Wold hv b dvrtd wtht' p ri el hrug, 
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e' '" a h6 areS oc c u p eCdand tatihs .ould co
 
th 'expne. gvii The aole "should beto
a assistans 'to.the tissio s 


55tiC S QEan es , a restWa tjast 

of the Rejona -­
Wetake-te, bas icoleof: th egos coodina or as give. S ne uta
 
Th aol Coordnators 

ganze:pojc act$iiis, *specialy taining, and at least 'start the process 

of .Ptting them inpace. The question is,wether this can better *be done by 
coriaors otationed inAfrica aorrm the United States. ~W; 

Whle'w h~av not done a prcie cost~analysis,~itseems certain that the chieapes~t 

wyto do tis would be from theU.S. Per <diem allowances would b~ethsaean
 

th exta travel coSts would be nore than ofset by~ the savings in such thng 
as the cost of living, post and education allowiances. 

Sine itwoul~d be chea~per, the question is from where the responsibility. for co­
ordnating and assoisting the trainii j program might bestbe done. The isue 

Does aresident coordinator have better local knowledge than someone
<cfmno in ?rom the U.S.? Yes but only marginally so# Aperson~stationed 

~~nnuroui~asveri imited outside perception of what is happening in 
~theSdan. 

Wilther becniut?.This~ is crucial Visitors~ from the U.S. canonl besucesful'indevlo ingenw activities if thyvii thtsame 
institutions repeatedly, Someone has to work the beat$ 

WVe are convinced that' the h~alf time of the East Africa coordinator that is spent. .1 
workino wit itheNEsione of the moot Productive EThA activities to date. This 

dicttestheextnsin ofthi poitin. t should be continueds an~d thei replace­



mMi 

mtfor te pret inc ube 'tshoul be elected on the basis rof his ability to 
'otheadvisoy job. This must 6e reco e si rsponsbilit

8$aoredcoor 1c he person'aith @PflPH
 

soluionis hatthechoice be utimaely, up 'to >SECID and thatcontractually, 
te 'rlacemient eport to SECID
 

Iftedcso nth atAfrican, coriao .is J roscribed,4 the continuatio 

of t'-West-Af rcan~ - oord inrawl-isin-dut,--I pebnt-66 bif0u6~ i i 4i 4! 

~assumc,'th -role of coordinator forX a4given group of ETMA countries in West Africa$ ~:i:'J 

thnte urnt codinator should not ber replaced. But h "If" abov is 
vcritical: Operating without a resident coordinator absolutely requires replace-,
 
:wents, who 
 are comiuntted 1to doing the job by travelling from the U.S., and doing
 
it for-several-years. 
 - > 

~'-'The Role of the SteeringComittee 

The 'role of the SteeringCommittee was an issue at the Comi1ttee's recent meeting '
 
,ofK.~in Nairobi; Because difficulties in arranigmeig n iia fia 

:attendance at the last two that have been held., the group concluded, that the
 
P7committee as 'a:,whole should meet perhaps ronly one mort time, near the end. of. the
 

project. As an alternative, Regional.Steering Committees were proposed, with the
 
African representatives being primarily persons associated with the project. 
-The 

question Is whether such a group can provide sufficiently Independent direction ' 

guidance>and to the training component to be worthwhile. We are skeptical. While 

we~:'~are not adamant. about it, given the past experience we doubt that future 
;~general or. regional steering comittee meetings will worth cost,be the They 
Qcetainly will. not be if African participation does not increase. In any -case 

they art no slnrt mnen of t
for 


Ii 5U5I1;U@ .v!us.1v ~ o prujw!!i. ~ ,;II *I !!L£i ;,!iii Q] 
,a , aai ; ; tL..,= -!; il~iII 44-i~ilIiiiii 



- --

----------------------------

IT
 

Th~eOveral 1 Proiect AlternatI es'
 

Given al of the above, ,thereare three apparen~t overall alternativ~es for' the
 

The-irst alternative is tocncel the project.he in a
 
<thisare that itwould be relatively slimple and overall savinginS
1project>
Scosts wou d be considerble< It would also clear the decks fo thecrea-y

tof afOnew re-designed succesor project, wit siilar kobjectives. But 
we are virtrally certain that~thi '~4would no apn u vriigcn 

--te-rst -projctn s- goal s-and-purposes-1- wi chw e-ee-r- e6!rly-# ,_
wothstivngfo. urreasons ,,ti r e forth in Chapter I 

Ishort, ..ttiey are: the pressing naueof 1environmental problms: In <i 
Africaundthe ft As addressing those problems at a level and i2:Y+ y~future++the ETM
of,: projectp:o
generally found elsewhere inAID.not Operspect 

The second alternative is t~o continuie the 2roject with a sharely reducedj>> 
~ ~s*tof activitiesi. Likely canddates for continuation would oe the re­

isource inaea n wor, ,with,the: nstitute for nioetl'Stde l 
Khartoum, the National Enviromientl Secrtailat -in Nairobi$ and possibly 

­

the Bureau. for Resource Allocation and. Land Use. Planning nDre.aam 
directly related training, 'T'eproject might then be reduced to ka single 
direct contract'-with Clark@ There would be the possibility' of new follow­
on projects, but again,.we think this unlikly Tho main advantage of this 
alternative is that#' by -focussing -on.a,limited. set. of activities that are 

porssung well, it enhances the chance of success; or rather, reduces the 
risk of fa ilure, The limitedset of~activities would require that an aa 
lytic framework be designed and, put to useV and considerable pro-project
and in-project preparatory work' would have beenwasted. (The work of the 

WetAfrican !' W5"'U"'5btiv for eampl.): ndto we ul be stting fr
somethin~g less than the desirable original ~.objectives of the 'project. 

third alternative is to continue the rJect with a restructured man- , 
aaement and mnacement system. 

-The 

h atornati ye offers a rsasonablepros­
ect of acHieving aI I or most of the original project's goals and purposes.
her is A risk that this willinot happen; that the proposed analytic

framework willinot be as effective as we think itwill,,or'thatSECID can-. 
not become an effective manager. We believe these risks are small'enough
'to'be acceptable. There is also the effort involved In re~'design. But~ 

-p we -are proposing re-design of the management of project iploentatio not
the-project ea whole, And once the design has been prepared, installing
it is primarily a contractual effort, It is our judgement that the pro.­
ject's end justify the effort to create the means. 

Life of Project Costs
 

At this stage we cannot forecast life of project costs, but it appears likely thatA k ++ ++++ : I +:+ + a,+ -+ a- - k k W 4 a++ ++++++ + 


+ +++# +S .- 4k+:+'+they will fall short of the originally projected $8.5 million, There has already 
.. F.+++. +++ 'i + kkk++ ,++ + + ++ +,+.++m++++++.++++++ +++,: +k., k ,- .... -- +,+,:+++:++++ +......+++++ 

++ + -,++i - ?i+J++++#-++i+ ++M+++ !.% +¢ . ++++.­++m ++ , ,,++ +,,++++, ++,+, + m + +++++- +-+ -y+-"- + - A A++ 
, ++*'++ + + +++ ++ :+++ ++ :++ ++ .............. + ++ . .......- ...... 4j ... 1
+... ........ 


http:again,.we
http:project.he


-20­

been considerable project slippage, and re-design will cause more. With more 

restricted activity criteria, the number of activities, already obviously hard to 

set into motion, will probably L'e reduced. This does not trouble us. We favor 

a lesser number of well-planned activities over a larger number that ire not well 

designed. 



11 PROGRESS. TO DATE ~ 

Althouhthe project officialystarted on 'I October 

adrporting, treats the period I October 1980 through 

1980, project management 

3 December 1981 as the 

~ --­

' 

first roctmoere Thisarrangment which was agreed to with AFR/RA, matches 
poetplanning mrnelyw thth timing of fund Aavailabilities. For compari-

-son-purposes -the-tirst7-project.1yea rhas-ben-cmardw h-h-- d-c itia 

~~for te fir'st two fiscal years -asirxteen month period. W~e have followed this 

21practice in this evaluation, recognizing that it sl1ightly understates, first year 
accopishments and sl ightly overstates planned first year inputs and outputs, 

K 

SEnvironmental Training 

Table I shows planned vs. actual outputs of the environmental training, element 

of the project, for the fIrst project year and for the first five months of the 

second project year. Table2 shows planned vs. actual inputs and outputs for 
the medium course part -of- the- training -~the only significant training activity 
during the first project year. Areview of these tables shows that the environ. 
mental training element to date has been characterized by: 

MaJor changes in the structure of the trainino. 

4-A 'slow start and consequent slipoaot in planned trainino activities. 
. Resultant increased unit costs.o 

- A 
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~4CNUCE~~:> 

Sho~rt Seminars 

INDIVIDUALSTRAINED~i'> 
Shot. eminars 

M~edium Courses 
Long-Torm Training 


INSTITUTIONS STRENGTHIENED 

Short Seminars 

Medium .Courses 
Long-Term Training 
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COURSE COWCTDork 

Shr eias4 


Medium Courses 
INDIVIDUALS TRAINED. 

3nort Seminars 
Medius Courses 
Long-Teom Training 

INSTITUTIONS STRENGTHENED
 
Short Seminars 
'Medium Courses 

iLoftg.Ter Training 


*.~§~i~yA~iTABLE 1I~~ 

Tranng Actiyities Planned ys. ctaOups 

PROJECT YEAR 1I~ ' 

PlannActud astiaP 
Planned______ Actual,____ Percent of Plan
 

P'roject iUune 1981 (Uct,1, 1980 to Project June~I

Paper Work Planp Dec. 31l 1981) Paper Work Plan
 

13 4 ~4Q44444~44 0' 0.444444. 0S. 


130 120 0 0 0 

150 180 126 84 70 

'
 

15 15 17 
 -7
 

. .'-i- -< 
41 _.03 .0 

56 ~ 4' 80 67
 
32 1 33 50
 

... . PROJECT YEAR 2 ~u1a 

Percent of Jan.~ 
Planned Actuall 

-

1982 Work Plan 
Project. June 1951 :Jan. 190 4"TrF 

Pan Work Plan MAY Thru May 
10 3 167
 

8 10 10 110
 

120 300 90.. 120- 133
 
2030302 

... 

320 .300. 30 48. 13
 

.4 10.... 3.. .. 2. .6
 
a 

Y 

10 10 1. 10....
 
6 S 3 60
 

Sources: Pr t ae 
Projct earOne Annual Report


P"oetWr Plan Jan, I -De. 31# 1982
 
N e 8 Data 
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TABLE 2 

Environmental Training - Medium Courses - Planned vs. Actual 
First Year (Oct. 1, 1980 - Uec. 31, 1981) 

Planned Actual as % 

Project Paper Actual of Planned 

Courses Conducted 5 4 80 

Individuals Trained 150 126 84 

Course Weeks 25 10 40 

Tr.airtt Weeks 750 348 46 

Cost Per Trdinee Week $418.0 $601.4 144 

Fdculty Min Months 25.7 13.3" 52 

•Adjusted from, annual report bdsed on data supplied by Clark 

Sources: Project Paper, and Project Year One Annual Report.
 



Two' Structural Changes have taken place. Th irt which i s' bvious in Table 1, $i 
I s the major reduction in planned andactualsotemnr.Tseeias 

intended4 to, sensitiz poiy oa govrnet ficil on major environmental 

problems, issues and solutions -were acetaelmninheognlprjt 

pln They onstitu~ted 21ofthe 49 seminars planned and 33% of the training ~ 

Scosts. Thirteen were scheduled for the first year, but none were conducted. Four 

--wrescodl a- ur n --he-- eond,-project -~r-and two,-ave--.been -condute -trog 

Thei discussed titledHay1----. are in the section Short Term Seminarsl below., 

The reduction inshort-term seminars results in part from the difficuilty of find-. 

ing an appropriate sponsors and of getting the appropriate number and mix of.. . 

policy.le.el.fficials to attend. It also results partly from the perception by.. . 
hotcountry and ETNA personnel that policy level officials in some countries 

are alrea~y sensitized to overall environmental, problems. Because of this, it ... 

seems unlikely that the original nuber of seminars will or should, be held*. 

#'oreovert given the relatively high cost of. this type of training, we believe 
that future seminars should meet strict tests In terms of need, potential benefits 

.and planned follow-up. 

The second structural change that has occurred Is a basic change in duration of
 

the medtium term courses, from a planned 4 to 6 weeks to a 2 to 3 weeks duration.
 
The five medium term courses held to date are discussed in the section titled
 

.Medium Term ourses, belowe
 

outputs of these courses in terms of persons trained still leaves the basic
 
question of, gwhat What will happen in terms or changed job performance or
 

.effective environmental work as a result of the training? If nothing happens 
hetraining will have largely bean a waste, There appears to have been little 



------

.2-
-

consdertio gh6 of the courses orptetaiven to this question in the design 

~~,follwup action. 

-.Each course has had an evaluation element built into it. This is a coimmendable ~----'~ 

:practice that should be continued,' particularly to provide information to improve 
th design and conduct of subsequent.courses. We have reviewed these evaluations
 
and have drawn on them, but thuy cannot, assess the future impact of agiven courser ~ 

on a pa, icipant,- other than his or her Judgement 'as to the future utilIity or 

practicality of the course..1 We interviewed government officials and past course 

participants* in an effort to assess this longer* tarm effect of the training* -

The consensus was that the long term effect 'is probably very limited. We found 

two clear exceptions to this. One was a-plant manager who-got apractical answer 

-to an important. operating. problem# .The second. was a young official in Kenya's 

-- 4M.Iinistry of Water Development whose supervisor was involved in the course. He 
4­saewith concrete eamples, that he had been given new responsibilities that 


he would not have had ifhe had not received the training, This bears directly­

on the: problem most frequently cited, that middle level personnel were unlikely
 
to be able to utilize Lheir training if their bosses or their peers (on a planning
 

committee. for example) had not been similarly exposed. As one, participant put 

it, the, course gave me new ideas, but My boss turned them down"m. 

On# approach to this problem may be that proposed for West Africa, where supervi­

sors will be involved in the closing sessions of the course, In anV case, we are 
convinced that the potential long range utility of the training mist receive much 
more serious attention in the planning of future ETDIA training efforts. 

'ior logistic irsons we were only able to contact former participants in Kenya. 
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The sl1ow start Inproject activitiesIs clearlrelected inTable1~ The Annuli 

Reottte ha hesowsar asde oadelay instarting thie project and a 
redcton n he firs erfudng level, The delayed start was.a factor, butth 

reduced funding level seems to have played little part. Expenditures fo tefirst 
15months haettle $894,106.~Thscompares with funds obiatd and tus 

~available totalig $148,000 as of November 1980, and $10788,000 by Jue191 

Teactual reasons for the slow start appear to be:
 
The problema in setting up short-team seminars cited above# 
 , 4,44~4,4 

Delays in the posting of the permianent representatives in>East and -West 4 :j1Africa,. 
The unstructured management style of the proJect. in which seminar identi­

'4"ficatlon 
 has 'been' more aproduct of personal relationships than a planned 

We believe that the short seminars-are not Mlil to reach their planned levels,s ," 

ever the life of the project. While medium term courses, In terms. of numbers < 1 

of courses, neari met the first year target, the numbers are running behind this 

year. Only one course out of a planned 10 has been conducted during~the first 
five months of the year. Twelve additional courses are in varying stages of 
planning or, consideration.' But gie h.ed ie novew ob that 

4even, 

the second year'splanned output of 10 courses will be achieved* 

Long-term training was planned at avery low level during the first project year, 
btit heas not accelerated i1n the second yoae, as expected. At the end of five 

months only four persons out of a planned 30 were actually in long-term training, 
This reflects the inherent difficulty In Identifying the right individuals in 

n- 'i'i:!4'- 4-4' ,, -',,4, 44 
taru of training needs, future exloyment in appropriate organizations, and 

avallablo traiqflg pportunitims Inthe present unstructured orqiect:apor0&ch.
~4''444'4"'4'4'" '4pp 

'.4g4!I!I'-4:Y' 4 i i ii ' Ii i 4,4, i I 1 :. iI44 i! =!1!. : il , 4i 



liong-term taining i-ikely to fallshort of the~life of ProJect oals' Even 
i~fr amor stutue aprah a e onwe doubt~that<the goals will be met. 

(XWehave noted at least one instance where project funds are tbeused to send a 
highy a i edovernent officalt the U.S.'for trainng. 'We ques~tion whether' 

suhtraining isin keeping with original project purposes for long term training.). 

Th resultainreasedtraining cot o eimtr courses can be seen i p_4rt­

'"in Table 2. During the first project Year, the percent of funds' spent :against 
Splanned costs compared favorably with the percent of. courts completed and ipdi-, 

viuastrained. However, this masksth 1.,iininte 'egth of the trining 
course The percentages of Course weeks and training weeks are significantly 
bulow the rate of expenditure, As a result, the actual cost per, trainee week is 
144% of that originally planned. Ands costs per,week were- a specific-issue in the' 

project paper, (ifthe UNC water seminars with its high niuber of participants* 

Is'excluded, the cost for the three remaining seminars was $893, per student week, 
moe than twice the originally planned cost.) 

But these are only direct training costs, If overhead costs are added the picture 

becomes such worse. During the first project year, overhead costs at UNC, which 
is, engae solelyin trainingg totaled $730,767. This Is76% of the direct costs 
of the two seMinars UNC conducted. Soot of these overhead costs can properly be 
attributed to planning and preparation for courses inthe second project year. But 
even If allowance Is made for this, the rate Is,unacceptably high. Asimilar com­
parison is more difficult to make for Clark. because e'ports do not disaggregate 

overhead costs between training and resource management. If such a disaggregation 
were ade we would expect the ratio of overhead to training at Clark to be more 
favorable, but still very high. 



Te ,.Tterm; Semi nars to Date'
 

thugh "sor term seminars- havebee shArply educed umbe,they can make
 

The~mai result is~a more compre ensv understanding o h raeof
berween-deelpmet ndconservation - i~e. mor rational manaement of 

x tng or,poteta natural resourceso. 
They catalyze the determination of evronmnrtal priorities and a vmt
mont by decision makrs to them and toward morerational resource manage~ 

------Tm eollowedup. 

he two s0tem seinars held to date, do ,not precisely meet teepovsos 
bu we jdge them to have been prodctv ETAatvte.Te are:~~ 

A hreeday 
Mtended by approxi1mat ely /Upersons tromn bomala, th U.5. and rnfer­
1. seminar on En rgy and Environmnental NpMan i'~,ta
 

natto Al Organizaions. Cost ot available.)$ 
Thricpl medaeprdc of this seina 1is aMpage paper identi­

fyig priority obems an eomnain for followv-up action,'',Al­
thouigh the 'list suffer fro legh- smrealunr it of problemus
rand potential~ Actions than, an. identification o6f piorities, itisa 
pr ductive first step inturbulent Somalita. We have-, been advised that ashorter priority list~is being distilled from the;Inta~n o be~p
forwarded to the President. If,thi h'appens it will b~e an excellhnt
example.-of the tpoff6olw-p~hat we consider essential.~ 

~An~unplaned, butvery positivye, rsloftisenahs enprovided
to us by an iInformed outside Afri~an< observor. He 'states categorically
that man of the attndees at~the~ seminWar, both Salians and 4xpatrlatsbecame aw'are for the first time 1of developmen~t acti vttiles in Somal iithat
dupl~licated or overlapped work that th~ey were doing. It was his, Jutpement
that'th06 eminar was 'Juitied even 1if this was its? only accomplisn nt> 

Wshould also note that this was apparently a reaiey o otatvt
for EThA.~ Becauise of an~accident, the direct~ETMA~participatIon in .
Somalia wa handled by the regional coordinatoro But evei, if one.personhad coe 	ou~t from "the U.S.,as' o6rgi mall planned,'-he cost would have
been coummensurate with the rsults.: 

2. 	A ordyseminar on Environmental Enacmn n eoreMnomn
 

Xi~T~jr7Wpeople on the fInal:'rostar'icludisg,42frmot

deNairoi. February 1982. The attenesicud riprosentati vtsfrrom 

http:ETAatvte.Te


si Distrct Commssiones ofics r hS i~tpoLaQ 

stic'opl succeses.
,fo $4 to ',oppare MiistrpelefoNaob 

This~ aual is stopin creating awreness and dialogue betwewa 

'agnta ofics ftrodifrn fild Hoevr it should, be fol.lowe ESupbyhrogh ithr aditional metins (.f1the DistricCommissioners havie othe ocain ogttgteVith thte regiona.ndistct staffsr ht woldb an excellent oppotuit to reserve a couple,of houirs to tal aot speic 600nmetal itsus or cases) or somisor: f ntin-wdebuletn ot f NS"to rramears, ad aft~nstrator's. 

Eventually, another Reio could be oraie the sam. way first a semi_ 
nor of thi kinds folloe up byreatn network. 

conrecis evrsoeqe ~t a as to wythe University of Tennse, 
condct Itappear ro hvben the result of an arbtraryhissemnar 

dsiono wr ratherta the selectioni of tebstualiftid'untIer­
sityonacs~ ~ y 4atbss 

The Nedl-m Term Courses to Date 
Teeare two general observations~about the five Podum term courses that have 

been conducted to date. < 

The first is relatively egative. The courses suffer, to varying degrees, from 
i~elsa of manageuent~ structure discussed in Chapter Ile In th~e words of one 
$TAofficial, they have been Otargets of opportunty". Inother words, seminars~ 

have Wneu held whenever ini AfricanI1nstitution could befound~that wanted. to 
sponsortacourse ceoncerned with the enviroiiuente The result has been two courses 
whi ch we. believe should not hae" been~ ho1d and, with better planning the other 

trecould4 have been better. Setter meani1ng th~at they were worhwhle 

The secondobs rvalion isdefinitely ouitivie. The SemI nars to date hve been 
chaacterized by a hev Afianivolvement. In four of th ie ore 

Aficnshaebeen appointed as CourseDiroctors. I four of the fiv,ficans 
haecrida corsaeothtahigldIn the water quality seminar inl 



Ke or:eala,*'~rh of the as ThSsnos as 0 

chance,- It'5 esl1 o deierat* effortt on the pat ETHA
is 1 of et'sonnel,
 

and-tge goals of the Project. Weappaudthe inteand
Ostothshat of th 


ac I t !t.~ ee tcould be enhanced Mre of th
 

funds use or prearatio of course mterils could beused to, a Africans
 

!,eeop spoifcttcountry case studies. Th i oftecourse to ials tde
 
a n to mch gons al tsrals, and not enough of the 1O'caI ca~osu
 

als 


shul begien mre prepartor tim incountry'. The time should caome from the
 

setp-r-47 W -if b1f440 that t.ScVsu Iitruc~tors 

totl tmellwedforcouseprepaation, bt extra per lhem costs may be in
 
aled. Ifso, wettinkte willbejsied
 

The five medium term cou~rses hol to dae -and our -assessment -of them- are -as, 

follows: 

7;~1. ~A two week course an "Heavy M~etals and Pesticides inthe Environment."< 
conducted byU C-n the Tanzanlan aovernment Chemical-Laboratory in Dares-MIAN r I)e participants from 6 countries. ,ZJU>T~ seven roosts: 

O*1E1Kfeta u $110.0 pe stdt wek.i~a Marchi1981 ''4 ~ ~ .* 

Thises <here are ones of rlevncy 
How~ much can a two week effort~of skill1 upgradin g o~f 20 laboratory 
technicians totntributo to strengthened Institutions? The pre-exiisting
problem of inadequatelY mantained equipmnt and 1ilted operating
an~d maintenance funds arelikly'to remain bottlenecks jin spite o?
improed skill levels*~ 7 ~ & 

Ho important is the. generalI. probi em of heay metal 'and pesticide pol- 72 
luton in th ovrl pctrum of major environmental1 problems. In 

AfrcaThepre-project, survey of 10 countries ..produced same 450separate ientifications of priority environmental problems., In thisli st# pes tcdes aremetioed onl seven, times an~d hev mtl donot . 

- asmn pestlides are a problem, is the triigo laboratory teh 
nican th best place to start?3~~' ~7

1 '~:4 



Ep4erece v1yee not' jus Aria) ha shown that, manaemen of ce ica Is5 sa eeoiito toal other prec ~t u ~ sobtai stop e'ad sono asm h as' needed; control tran~sport, storaqe,:"dstrbution ad-plctotoisure that the chmcl notdo reach
uninormeod or ani;soc'ialhns and, ideally, besure that "emergencyprocedures and equIiment' are available to promptly reduce damage to amiimmf something goesr rojng 

Thepquea of atteni~ton thus sh~ould be. Education~of the potentialusers,tegovernmentl and- the: general publi1c; proper handlirng,-and thenmonitorig#
 

Thus, we question whehe ths soemar addressed anevrmntlpoe

of reasonablo gip1 Tan afi LA d IA-dresd h-rbeatd therog- -6' ee- iTnaia ad-a poesticid moioingprogram

adit doeo .''W believe tiisacer case of an uplanned targetof opportunity' whichyturned out be the wvrong target. 
2. 	Atwoweek course on "Environmeta Considerations in Ikegional Planning,


codcted Iby' lark and the Bureau of~Resource _Assessment and- LandUe
Planning (BRALUP) n Dar-es-Salaam. Twenty-seven participants, prlimarilyM~strict -planning officers, f Tanzania. Costs:$230prsuet 
~~. ~ 	 $*,s10perstuident week. Noveber1981.< 230prsuet
 

1he course im'plemented by BRALUP,.T wias 	 Avery informative and meaningfuleovaluaion report was prepared by a representative; from the office of the~ &~~Vito-P~residen~t. Follow-u p interviewvs were scheduled 'for. April 1982. The ~4 course 	was con~ducted 'at the written reus fth Ofc of the PrimeMinisters~±
 

Empgsis was plaed on analysis ofsignificant ovironmental issuesdata .-needed for planning decisions and presentation of: integrative planning ~ techniques, including environmental considerations.
 
Atue of lectures, discussion groups and field trips ere provd.
 
On the~whole,~th~is is one of the moreqmeaningful and successful, EThA acti­
vities,ncarriedutU ouit so far, but there areae
someeinprovements~that might be 

SWe.agree with the evhluation that a greater participant mix migrht more.effectively spread the message. on environmental concerns, Ideallyq 
._ group should combtieplanning officers (the present target group)wh represesitatlves.from other government: technical and administrative

~,,,service as welr -s politicians. In fairnn; however, the -attendees:i< : 
~were those designated t the Prime Minister s office, not~ETI'A. 
~Using pertinent and ,above all local examfles, and excercises, should, be~trssed more. Part 'icipants could be' askedi in preparng for the course, to bring file& and reod fwork.probl ems w1t -themlto thecoufrse, for oxavpl.reos 



Th slem~jinrhas- proven it spotential as a mechanism to bring about a 
commo peceptin't serv as 'a fo fo deas and~e$change, and~ aaogte ives 
departmnts to dea ith environmenta concernsmore effectivey ad n 
wider intre -disciplinary basis. 

opotuiy o ,biIn rersna frodffere~nt sectionad 

S3. ~A three week course on i"Water StfpRly and Water Pollution Control", con­
ductedb N and Fe-a onal nvironmenta I ecrearia M InNa Irob, 
Fit patcpns rmKna two Vfr-n Inzania. Costs: U50U per stu-~ 7~'' 

dentpr$23sudet wek.Jul'-Agust191 
Msath iciat weetehicasfrmth insr of Water Deveopment.

Other's ere from" the Ofic of the Govern~ment Chemist, the INS, and the 

"h-course's imact was toprovid a forum,.frecag of views and ex­
~pl'oring; environmental, problems on a , rnuti-disciplinary basis. The course 
stimiulated awareness and -generated uome understandingl of~problems related~ji 

~t 0-ater quality, pollution, and waste water treatment (largely connected 
to urtiban or lndustr'alasopedtrul development) 
Reviewing teie relevance of the subject matter, it should be kept in mind 

~that though' rural by location and dispersion, agricultural, based.Lproc.;- ~&~sing facilities c(coffee, hides'#, etc,) ~ aebeenw installead thr ughout
intensi vely farmedareas. Pollution.1from' these otfrcest thougfrlrndustiriiV,
by natuire, is beginning to become region -wide i6smNat oftecuty 

AS noted earlier, this seminar directly benefitted some attendees intermsofJb'npoveeroruncs her-aealso benefits. from introducing ~ ' 
participants to amut-icpnayprdh to problems#' 

4.A three week coreo h Evrnet l Ipact ofDveloent cow
 
ducttd ~ Clark and th& Institute of Environmental Studies ( 15 n

Kartoum. Twenty-five participants f rom the Sudan anF one, each fo 

* 

Botswana and Somalia. Costs:iI 1,900 per studen, $950 per student week. 
Attendesswere managers from ministries) regional or district government
offices,. para-stata j organizations, and educational institutions,~ The~ course~was; divided, into four sectiorns:' An overviewl into 'environmental 
problems an~d relations Iwas ,presented, at the beginning ; impact evaluation
methods and, procedures, including classroom. exercises followed; and.
special techni~ques 'for environmental assessments' were covered, Theremaining &fght day'focussed 'on aproblem solving exercise 
Atredyfedtripr was included, reports Abre prepared by sall task
grops.The seminar evaluation conducted at the end of the course mndi­cates' that objectives were reached, the subject matter was relevant and 

new 'ways of analysing and resolving problem were presented effectively*. 
Our ownjinquiry, revealed that the most' novel and the most meaningful as­pect was the introduction of a'broad-based, mlti-disciplinary approach 



ton lsin and resolvn eyrnntal prnb ei', Tedea that envi­
mrobl emjonmna ms be treated by different technical~ and admuinistra­

tive seyce$ together isa concept niew and different to moQst participants <
and beyonld th~e 1imits mstotarnmen agents and Aofficials have 'been used 
tooandlcJImfortable wt ofr 

Relvany$*Important resource: management and training aspects were 
1.pTIudee h course lentr Jtself Wlle to identification of inviromental 

*priorities, collection~of necessary' data such'. ,s,fieold information,cqu s, tiotnof existing datte, supplemental infor' ation~from , atellite~ 

S~. A two w~eek course on Environvmental Protection in Low Cost Urban Smnita
ton" (n fact on -ven a e -Imroved ot 1atriAs cafI uce ad-and 

a-n r -Land. -!Lqousfn_ 4nd a~bn_-UY nt ar-es--Inev n
alaam. Approximately Z1 participants from Janzaia. 05 52 not avail. 

Fle April-May 1982.3 (ajor> i etus or 'the seminar came' from the 

This is the course we ,observed; directly*, In our Judgement the- course$ 
4<which was beset with other problems, is outside the purpose of the ETNA 

pro~cteNor does itfit the course themes listed, In the project paper,Excep-k:in the rmost picayune sense, is not, concerned with the environ-mental as ects of urban developmentg and it certainly does not deal withA 
4 

rural. hea tht 1t,,shoul d Paever have ben conducte t THD-71 
44i 

The level of training was also, inappropriate for ETNAS The maority of.the participants were first year college students beiing trained to promotethe,installation: of, VIP, latrines intwo squatter areas Lin Dar-es-Salaam.No effort to create an African training ,capabllIty: was discernible, 
NA4In our judgment, the, course Ahad the followinig additional problem: 

-A 
 sanitary engineer should-not have been sent from the U.S. The ARDIU1 
K) Institute and the compan consulting' on: this project both, have pro- .fessional expatriate engime* versed in the -country and the project. 

course management was sub-standard, The U.S. input was ill Idefined.. . 
and itwas managed too loosely,. Appointing a UNOP expatriate as Course 

VDirector raises serious question~s -abou the intent to build African4<4 

Institutions, The training plan was vague and not adhered to, The,field visit to :the: project site, largely excluded the students., 
There is a serious question about the latrine design that the course
is I1ntended to promote* TheC design, would "cost the -equivalent of... 

-year's income' for /3of the squatters who areto be persuaded to
Install it.s 

One verypositive not's was the inclusion in the ETNA group of aspecialistInVIP latrinesfr Zimbab~ee This kind of cross fertilization isa very 
ositive part of mayETNA activities. Inthis case itwas speilybcuse Zimbabwe's IP latrine techtnology is more appropriat* tchan lthat -propose( for Tanzsnia. Abut 1I/10 theo'cost.) -

4 
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Reource Management 
A noted ea rlI ie~rthe5rsource management of the ETiA project in the in~itial years~
 
wsto consist of relatively discrete technical assistance activitiek~in .four+
 

~cune:Sudan, Tanzania, Kenya and Botswana Outputs 1for these are difficult
 
to quantify and lend themselves more readily to narrative description.. H~owever, >j
 

th~e project paper did attempt to quantify outputs by~ country. ~A few a5rspecfic,~ 

such as the comleio~n of 25 itrc environetlpois in Kenya. Most are
 
Sroa orand ore qual tative, suha,*teghndcpblt of the Environ­

metlSuisUnit a h Univeruity of Khartoum inf the applied aspects of
 
environmental analysis and evaluation." For Sudan, Tanzania and Kenya, the PP
 
listed 15 life of project resource management outputs, four of which were to
 

occur in the first project year. None of the four 'objectives has been wtwjely 
achevdand one has shown almost no progress. The most nearly accomplishod Is 

the completionr of district profiles in Kenya.9 Six were scheduled for the first --I 
Sproject, year. By December 31, four had, been completed -and data. gather ing had . 

benfiniished on two MOreM--

This assessment of Progress is5necessarily subjectie. One expected Tanzanian 

as
oututheplanning version of a tested program for the Incorporaion of ni 
ronmental health design principles into village planning and village operation's A-­
plan has been prepared, but it was dope incooperation with a PVO project that has 
been cancelled. Tanzanian governiment participation was so minimal that the plan 
wi I appa rently, not be used, i~rits present form. We do not believe this can be -

judWe as an accooplished output In,the context of the project purposes and goals. 
(Cons ideration is now.1being given to conversion of this plan, to a semi-uerban plan.*' 
This activity should not be udetaken w-hu imhs country involvemen 

and comiment *nd the decision that departing from rural health' is 'Justified.') ' 
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I-n addition to the ouputs panned for the first pro ect year, ter has been 

wi escheduled for completion inlater 

progress is very dtojuea +i ileLt quantif An exale is the 

~rojected output of an established working reldtionsip between the Kenya National~ 

SEnvironmental Secretariat and other minstries. Clark faculty time has been do­

voyted to this, but itisimpossible 1to juidge progress in the absence of a pa 

whch ould lead to the achievemnt of the objective. 

4The lag in 
V$<
project outputs inrsuc aaeetis in part an inherent risk in 7j.;'4Y
7 ­

~any institution building activity. But inputs have not lagged sgnificantly andc.ult ..........p~iii7a!uai~i i JI~ili 7
.......... 
the ap between oment parallelsth train-'nputs and outputs in r socice man itn 

Table3 shows planned and actual person months of. professional technical 

assistance for resource management for the first project year. The the total is 
>only 64% of the planned in resultresource!Isskewed bytthe fact that therelevels but the management 

)was no resource management activity in Botswana during the first project year. 
IfW Botswana is excludedo actual professional months weore 146% of planned, levels,, 

~ It is~this, level of input that must be memured against our assessement that 

outputs have fallen below planned levels. In the absence of adequate management 
andctiiV lani. there isareal danger that the Ipt ersn ee 

of~ efforts rather than rational resource allocation.P 

This impression of a level of effort Issupported by an analysis of the personnel 
costs for resource manavement. Table 4 coppares planned and actual personnel 

",costs for the first project year. While overhead costs were essentially at plan­
> nod. levels, they may be understated, During the first eight months of the pro­

$ects overhead personnel costs averaged .$6,000 per month, During tenext eight, 
month~sthey averaged $1,870O per month. The difference does not reflect achange In 
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TABLE 3
 

Planned vs. Actual Professional Months - Resource Management
 

COUNTRY ACTIVITY 
PLAN NL) 

PROJLCT PAPER ACTUAL DIFFERENCE 
ACTUAL AS % 
OF PLANNED 

BOTSWANA 

Core Staff 
District DLtd System
Research Coordinators 
Short-Term Assistance 

TOTAL 

7 
6 
0 
2 
F 

0 
0 
0 
0 
T 

-7 
-6 
0 
-2 
T -100% 

KEN YA 

Land Degradat ion 
Short -Term District 

Profiltes and National 
Resource Planning 

TOTAL 

1 3 

8 
iT 

+2 

+5 
275% 

SUL A 

Core Stuff 6 5 -1 

1,rduftn 
Darfur 

It'l iwcaI Support 
TOIAL 

1 

1 

3 

3 
TrF 

+2 

+2 
= 138% 

TA,,NA IA 

Vr-o t tv. r,.tr tor 
I ri t rr..1, ION ,%Y"tefm 
Fn 1rr,:~.~. l Mui i t or i ng 
.,~ur,-+,. t, t,(tAnc 

UItAL 

5 
1 
2 
0 

2 
3 
0 
2 

-7-

-3 
+2 
-2 
42 
77 

(0, A'I 10 ,AL 35 29 -6 t4 

IUIAL fXCItDING I!iDISWAA 20 29 .9 145% 
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TABLE 4 

Planned vs. Actual Personnel Costs - Resource 
First Project Year($OJO) 

Management 

Planned 
Project 
Paper U.S. 

Actual 

Overseas lotal 

Actual 
as 1 of 
Planned 

% of 
Actual 

Overseas 

Overhead 122.8 IP.4 - 127.4 104 0 

Nairobi Advisur 39.0 - 33.6 33.6 86 100 

fesource. anagL-ment 
U.S. Personnel 
Foreign Personnel 

na 
na 

114.9 
-

51.4 
25.6 

166.3 
25.6 

na 
na 

31 
100 

lotal 218.6 114.9 77.0 191.9 88 40 

(kesource MJna(JWment 
less its.o.dna ) 126.6 114.9 77.0 191.0 152 40 

rot'l 38U.4 242.3 11U.b 353.9 93 31 

Tota1 Less 
iota 1 U.S. 

only 

biotswdna 
Pe.rsonnel 

288.4 

na 

242.3 

242.3 

110.6 

85.0 

352.9 

327.3 

122 

na 

31 

26 

Notes: . Personnel Costs - Salary and frinq, bwnefits and overhead 
2. Project Paper projected cost. for personnel 3verseas 

calcul te(I 't $S,0DU per eaan e:onth. 

Sources: Clari Un i ver ty ljecemtier , 
Consul tarit St Imates (fur 

1 n -oi c4. to 
Oversvas costs) 

SEC ID 



ovehea butZAAA~A~; acivty a" comei shfAfcrtilesnel cssforathe 

overheato th reouc mangeen caeoy True ovehea costsar probabl 

someher the tw sic maaera pesne Avrgs spn at- leastparbetwee 

of..time thei on direct, asA opposedAAA'AAAA, t uevs po ctw k. I an caseAA 

overhea costsA 'are ver.hgh- 9%oftoalU. . AAAAA 4AAo$A4 persnne pesne 

reotn,~ toAAA'~ Clark's AAAAnAgihrifyuacetoresiae
 

4 

-----First personnelAA A*lAeAAarIcost also~A appeA toA be disrop rtinat toA>AAAac2A me.AA M.A 
4 

A. 

Toa ata csswee93 fplne levels, 122% if Botswa a jAexcude. Thi 

diprpotinae reainhipeA of costsA' to acopihet AAAA lendsAAA ipportanet 

isseAo whereAAV" .the4 personne costsA wereAAA inAcurred. . A sal 4 shows, onl 26%. of1.*A1..AZA~AA'A>' 

thoa rsuc anaganAA~t~ costs' fo AAeronlAee rsevcspefre 

oesas.' (The~ ligure isAt Af~48'A ifA~'l th ecudd),W *AdetaA4onKny~ 

spventhers a thsei prhjet' oalcortaitesnhnel cotsfroa
4 eastisconsisertw 


chngs inteKayoenamentt c~aef Tru oerhensancoste areprbabed 

of halh unitsein the reton so 197, (Comparmea spswihtesta paretPP 
............ s eupt-at n rfec h nacs frcetrvfln
 

hol endn
Ths
in',nAAA.a 4roiis* sineampeA fwokta ae 



by n rofssina. ifomaton ee ccuatAricn Te oud hve moe tmey, 

an sfl n the basic insti tution buildingpurpose would have benbte 
served..§<I A 

ThereW ar ote exmpe of reoremngmn ciite odce atyi 

the2 U.S an paty oesalweeteArcnivleeti olmtdta 

they ar likel to- v little4 efet2h2azain rrlhalh 'ciiy i 

t)ojecals ioals tod purpe s. A ait.enet. , weznin lvrle rbe proelt activity in 

haver~ii
enplicity justified,to'be 


enowIshatther arercalaesaewa h mjrpo
 

Weko h eea staini butt bsi thatecithc
 

w"'lg siut i -,were 


ht sx~eros. pd~ow~ is 

inoutmatqion pnoining ulndiionl stateeandtprticalolutionsan level
 

of informatio
aretinvolved 

Baspctdiucomesta: tiviteainarelielyato tye toultoao live 

presoascenprsurpes, seafeorea ue, weoe see-paojetsactrvtyin
shudbpredue rfuse (rc faSm shoud 

ha ie s andiit ol otpatca 

an farmin toxthen and aon thrue) 

to beS ovterlyI b nadsrc 
or A level 2rvn 




Priority identification-, Where are the hot spots? 'What are thle basic pro.~
ms? Most5 problm o? unereelpment isArica can~be regarded as beingof an envi ronqmIntal nature. Th polem i that people get -lost by: the

fact that eoverything depends on~ever~ything else. The need isto establish 
a logicalt ready-to-use lIistiof first things first, Whatever' the product,
itmutebe targeted 'and ptaged~tqward thes decisio 'makers (the, politi-~
cians, planners and progranwsers,. hostocountry Ias ~sdonors).:ell These 

pepe edm ae ehncl scientific .background, Thereforeithe-end t
 
pouc ous b presented' in> basic, r'elevan~t term , readyi to ue 

4 
byregon 

V --d scribing; ---­
*What are the most urent environmental 4problewl? Examples are; soil 

Regin country by country the first, basic need is Information clearly 

erosion, decrease of fertility of traditional rarm soils,, deterftration
of natural vegetation 'and lack of land and water, Again, this can be ~ 
displayed in vverlays.~' '
 

Where are the problem areas? We know, soil erosion is a problem, But

MNer are, the not spots. A7 slople'. country-wide map showing high, medium 
uaew low erosion hazards would be qdsa. 

Th!eeefforts willI provide the data# the'ammuition needed to sell1 amore balanced
 
Sapproach to developmuent. What ETN4A has accoqpltshed thus WA Scoillecting infor­
mation mainly on the first and, sone of the seon levels. Pulling together data
 
on rainfall, geology and census figures Is a good start, In addition, some basic
 
information,,on reore pressures shul e hon *It Is* essetia~l tohv
ButIU 


resource management activities: fully extended to the second and third levelsr andr~ 
they should be, planned accordingly*, 

.:w i usection briefly stuarizes the resource management activities during the 

Sfirst project year and provides our evaluation of them. More detail on the
 
activities can be found in the Project Year One Annual Report,
 

*Sudan grk with the Institute for Environmental Studies (IES) Univyersiti of 
SKhartoum. The project paper originally called for work with thre univerittes 



-- 

in th Sudan, but thi haes bee postponed perhaps dnitey bcueo
 

l4ogistic problem5 and iter-university rivalry. T~his was probably unaodbe
 
but to this extent~the projected outputs witll not be achibeved., Within this
 

consraitl ur overall judgement is that the work with IES so far has been very
 
good and that it should continue. But the inherent plan for this 'activity needs
 
to be documented*
 

,qarewtw_Te--Mor L th-I1ES_f~rte_._f i rt__yae'ont4 ine throe -objectiVal; 
A okso to deve1 matrix of Indicators of environmental chano to be 

tested~~~~~~7n ohl ~~ ~ pcfcfedsts ok ~ ~ eet Intefl h 


shop#- a precursor to -the next ojcie, was held in-March 1981 and was 
successful*ayi ae nspc c e sp ok 

-~ 

Atrn nlssbsdo existina historical, cartoorahic and remote 
Sensig*oucomewasessentially adetermination that !emote sensing


data couldnot provido Informati on at, the. leovel 'needed for resourcaemanaga~.-man
Mnt in the''Sudin, This confirmsourown eperionce. We-also believe it. 

was ncssary, to try'to use :this data, even if only to finld out that it 
could not be done., 

1 ct1 ot~o idiatr of gv I ntal chano and the initiation of 
professional be I ra Clark# groups~of university professors have been
developing chane indicators for seven spo I ic sites in the Suidan; and
data collection-has been started for several 'of 'them. The professors are
extreftneb competent ad well motivated# ~1Thcontsensus, with which we
Ag i.s that the most Important aspect of the activity has been theIntroduction of a mlti-disciplinary approach Into a disciplIne-ori anted

Suniversity setting* It has tae,~ a.long time. for some of the groups to
haMer out a" agreed iet ofcommn iendicstorso buat the time and effort>
have been well spent. 

Tanzanian wit ht Sur'eau of Resource Oevaloant and Land-mUse Plannina*work 

MNAP) and other Institutions The first yar working agreement with BRALUP 
contained four objectivet 

wftrosoul i b, lad-A te ovrnmen StrvrlreIt mAyhave been 
mvrly auitiwu to tink1U1 that ETAc uldefively sponsor such a 

4 
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At bst, and the problemus copun ff the istu iis supranationa. 

ThPro~ect Goal a~nd Country Coveram 1 #a 

Steghnn Afia Inttuins presupposes that some exist ineach country', 
at least tIn baic form. This unfortunately isstill not the cast everywhiere. The~ 
potenia success of EThA's intitution building, especiully if the accent remins 

onstfforocdeicinstitutions, islimited tonot moethin pehps1 cuntiries 

inal of Africa$ (If technIical line agencies and host' country local adminitstra­
t s uii ts were aIso Inc lued,' the, list w.ould be longer*) If the institution -'' 

bildn goa Is~ pursued, the existing andaled bettor functioning Intiuton 



* Rm 

0 sancge 1mr ,ss :thin -1~ wi 4 t to ment ion 'count i es :wer 

no n eexfs at aIIT hu4sJ 1h -,stron~g one@ wi I 'frhrsteghndb h 

pr;c te wek ons.,l fall 'frhr eid 

r96g ~ aly n hefi'rst place-there are soecontries where inputs cannot 'be 
i d or iIi t Inapp~ ~ ga r p kakIreasnss'sas4 Angola,Etiopiaa nd Nligeria& K: 

the.~~~~ ~~ se oemeimsz ;'lcthr r ontr'ies, such as' ChdMurtai
 

Z.andtheCentr~al tAfrica Republic where, alhuh a programs,~ ofj varying x~.I 

maniud,'they simpl do nthvasarigbe.This isnotbapesbu 

wshudclearly identify (and bynow..........wereally means by a regional
 

<program: some countries are definitely in, others are, not. This evaluation could, 
~&at least as a sarting -pointo.-list, Abase countries where, project activities 

Sshould be concentrated. For countries where the iunstitutona base istoo weak 
to begin int the country now, one possible approach would be to make special efforts 
to identify idividuals who would profit from long term training or seminars, or 

courses in neighboring countries, and to arrange for their training outside of 
~thir country. 
 -.. 

Poect Purpose - Enviromental Traidun
 
Th rjc purposes in4environmental training Is:
 

Tolrestablish. African Envilronmental Programs on themes related to environ"

mental-management and on themes related, to 'environmetntal constraints, to. 
strangthen':the capacity of African [institutions to conduct] training on 
thefr own.
 

We have noted earlier the need to tie the courses more' directly to the project 

purpose, and our judgement that two of the five hold to date do not meet this... 
test. As this is done# regardless of the main subject of a course, there are 
two Aeeds which each should attempt to address. They are: 



to rea toehw, k't , a * c 

to rti awarenss an oftse about the serious complex natr traoffVs 
between develo n an jresource cosrvto anid protection. (Note that 
~this' Isnot tre awarees of environm~ental~ problems articulated An th
Project Paper It_it utch more focused.) ~ 

Projoct Purpose -Environment al Management ~~~ 

ahproject purpose 1, envronmental 'aagemeeit is:* 

-to prove thei environmental inormationbass, 
-to identifyenvironmena prssr pons 

-ohave~qualified personnel - capable ?of providing this i2 nforation'to pl anners and polilcy-makers inusable forim.
 
Even ifinstitutions are strengthened to the full extent described above (coWlet*
 
information bases priorities. clearly identified, trends, adequately monitored and
 

2
 
> "qualifieid 
 personnel availlable), no positive or corrective action, will 'result
 

until this Information isused to make the necessary changes Inthe- ways the
 
ricnt nt rersources (mainly sols vat.!, natural vegetation land wildlife),
 
are managod. This means by both the government, and the people themselves (over
 

80% of -Whom- live in-strictly rural settlings~ across the continent).
 

Ifteproject is to reach its- goals we bllIeve a fifth activity should have 2 

been added: ~. ~ -

assist the host country governments to use this Information to develop -2to 

the vnoessary 'policies,' management plans, and moeals to more effectively' 
22 2 2) and ' rationally manag the available natural resouces and their dove­

loppent pgtntlal# and "to better balance betwenshort term positive gai ns'
li keagricultural production and possible# but not Inevitable$ degradation 22, 

of natural resources. 

WieImynot be necessary to rvwrilts the project paper or log rane to include2 
2 ..... -... 

,,thisa ultimate activity or sub-purpose, a means should be found to insure that It
 
Is consfidered inevery activity plant
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COCLUSIONAN
tY IV. -S U" * OF!OFi d RCMENt~fDAT IS p 

peceeding discussion Whil qaiersuch as "we bulieve that," are not usd
 

''hconclusions and recommedation r4epresent our best profssional Judgement 

and no mre than that. They are presented in their general order of imortance, 

1.TKAproectisIhe inended to address animortant longer-range isti­
tutiQoa aspect fevrneta aaeeti Afic teht~is notado­

quately addressed elseIre Becauseof thisbin Iithe'AID prgram. dnthe 

ovrbain ntreofevironmuental prbesin Arclthe poetshould 

be cntiued i t can succeed. The alternative or continuing with a 7Y 

greatly restricted project Isnot attractive* It would preclude achieve­
ment of the worthwhile overall goal and it would require much of the 
restructuring that. i~s involved Incontinuation of the project as awhole* 
Recommendation 1: We recommend that the ETMA croJect -4otnt aial 

asi as originall ~concisveds but with anaggnts an4 the mana mn7 
structu re ein o oroyde'a reasonabl rospc tathepo ­

4>1 
 aheve it onplq s IV0i.
sand PU 

2. heETNA, project, as it is presently being -Ipeno, will not achieve xu 

its goals or purposies. 
Rtomn~ton2:W rcomnd-t If the onagmantand Imleett Ii~.j 

3~:.43During, the first project y'ear. project outputs have fallen fau short of 

planned levels and inputs and expendidtures have been disproportionately 
~-7>high. Inappropriate and:1illplannod activities, have been carried out 

andssetia follow-upacteions have. not been planned or executed, One 

reason for this Is the fact that the basic documentation for project 



------------

impeetation te annual Mmranda of Understandin wihhotgoen 
mensndth WrkingaAgreements for spocific activities aeesseniall 

narrative~rinntr. hyd ot contain the informuationi or the inherent 

aayis thtaencsayi managers at all levels are to be able to 4j 

eaute inidllual, projet actvties~!forcheren~ce and their cohnt!ibu. 

Recmmndation 3: We recoinend that searate documnentation or the 
0100=7eoraof --ncrtnn -an-worXg ngareemenU -ereferabY.J&7eatt 
reauire,7 the Dr'eparation or in anglytic- frameor forisech iscrete pro-
I4 a..i h essential elements that 96ould beIncludid In such a -'
 

cribed in more detail inChapter II are.* 
<~2'the purpose of the activity, K 

the 	relevance of he activity to the Project,. 

40 the linkage to other project activities, and
 
A follow-up actions that are essential.
"the 


4. 	The second reason for the current imlementaton problem iSthe fact that 
the present contractor structure is ill-suited to the -task* Responsibi.. 

lity and authority are fragented-and no one isincharge of the projects 
V'-The prime contract, which 'reflIcts 'the'management concept in' I4the 	project" 

paper, contains the followting weaknesses fro a management point of view: 

SICID nor a one else has the responsibility or authority- -Neither 

for imlementation 01 the project as a whole.
 
Separate coordinating authorities are assigned to UNC and Clark.
 

n~prvision forovrlsueiinbySCD
wit, 


-The uegional representatives inAfrica Mrt to the MlanagementCommittee (SECID, tIIC and Clark), not to SECIDas prim contractor* 
The general function of the Management Cemittee Is also oVero 
statedf 



4 4~44~ create a'contractor structure appropriate for' the implementation o an~ ~'" 
$8.5~44 miIIin- c NcsaypiecotatcagsIcuetef
 

lo ig:.'. '
 

4Make SE4I dirctl resposibl for~' th4s of the"" proec, iv 

itteatort od so ,~ and' hod'i coutbe o esls 

coord4.4ationd ofetlyrespnsib ititfo ntne)rlalysbriae 
'4to -"- oIDto thersuccess'ofetfe'proaedtcogive 

thecotatefctvl, vnauthorityae do so;and tfi odItacutbforets
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searchingj4'4 for a nowconracor
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would4 no.rvieeseta oeal.codiain n ircin 

and Itwudpaea4nu4aaatbre nAD 

4444 ad dictonl stffn reuie at SECI wol be4 m a Th 
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6.Tesubcontract geUN tis
rwoutof,it prorojectino veen.t 

stagei the project hre seems tbe no valid reason why' UNC f 

mebe, should have a sarate subcontract with sparateovred 
Recomendation 6: We recommuend that the subcontracV with UNC be ended 

ndthat SECID be assigned responuibility For~ e coordination of envrron4y
mental training As traiingcourses are Id1 tie 5EID should4 jIoF
 

7. The sucntat with Clark and tINC ar in~adequate__by any~ reasonale 
r 6wcu~tit". ~ ng O~ cp twkis so general as to­

beDmeanijjgpss adwhose prnvisions~require, only cerifcation that 
money h~as been spent, to justify raimbwuent. 

< ~ Recommendation 7: We recommend that the subcontract with Clark University,
be revisedIn accord with the rime contract revnsions reconed above. 
The reiOIA should: 

ake Clark clearly subcordinaeM' to SECID, 
40~ Charge Clark w~ith acco"plistiing specific taskst 

Assign resources t each speific task# 

Impose stricter reporting requirements on accooplishments, and
 

S*Base invoices on work done, not mmney spent. 

-structureS. AID's for contract oversight Isadequate, but its performance 
V3has not been, AFR/RA is the proper'location for overall project Monitor-, 

ing, buet its resources and geographic knowledge arelimited. It his not 
been adequately- supported by the Missions, partly because project docum 
mentation has bean weak rrom a management point of. view. The Regional 
Environmental Officers are too fully occupied to assumne responsibility 
for the management of ElNA activities 

ecommendat3 Wernf ttRIArotn obemosbefr 

I moi 0 MAS oxiolre16"ificllycham WI 

4 ~ ~~A-WL 
on3V~ adisryC- 1 te0151S 
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77 4, 

Thelvel o effort on rsuce maemen that isbeng doei teUS 

byClark,(6% 0 ',62%,deenin o9whther r not~th East Af rica Coordl­
nator isincluded) isnot coQ ail with the project's goal of an im­

rovr~ed African cca yt ilwt h evrnet n uho the work 4 

atio9 We reomndthat the activit at Clark be review"d
vI~w Iow a11 Eh te amount doe n e.~ 

Jus ed -nterthat andture; 

.Pna fiab M n..4 

istya oerhead costs at Clark appear to have benIcsivoprl 

because of the shortall Inpanne dettvts. Clark's invoices so 

39%of as overhead and probab1y' understated,eronnl.costs this 1s 

oeha charges were shifted Into teenvironmental aPNgmnt4)since 

*A1Dead -.-oft 0 r 
4,.-'nk, 

cno 0
Ra 

11. The r@!*1itofte regional coordinators is. essentils but It, could be done 

mor cheaply fs"roho US. Roweers because of the Importanceof the 
advsor rolwth NEl, the position of tast,Africa Coordinatorshudb 

contmdo ncumntI #rpaeItcnihe st Africa should not 
.sIudof nuttycotc ca be he epac Ifcot 

lit U& ~3M 4~flu 

con 0-tt" 4'11trInVs 

4 
2Vi7 of r@.410U at ~V .; Or t" ba %ur 
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12. The involvement of Africans in the conduct of training courses to date had
 

been excellent. But course materials have not contained the amount of
 

local studies envisioned in the project paper. Too many of the materials
 

have been too general, and some hav been too abstract to be relevant. 

Recorviendation 12: We reconiviend that a special effort be made to use 
more local case studies. Ways should be found to involve Africans more 
.incourse preparaion and U. S. Faculty should spend more of the course 
preparatjgion timie in Africa, even if this involves extra per dieml. 

13. Soie ct I'S in resource uondqemrnt appear to have 1united iutIlity dndf LVIt 

little, prospects for success. (The Tanzania rural hialth pldn wid the 

intvyrati 0ri of tie environment into riit1 onal p1arinin in Kenya ire e),­

a;-les.) Limited hcst country participation is an importint reason for 

this.
 

Reco!rnendation 13: We re.on.wnd that all current resource ianiageMent 
activities De careu-V revive,,d wrie the proposed aalytic fraMIeworks 
have been prepiredtor the. f'Prticular attention should be paid to the 
e1 tent of tiu'l towihtrv in-volveent. 
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