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4)

PROJECT EVALUATION SUMMARY
WATERSHED MANAGEMENT PROJECT (596-0106)

PART I Section 8

LiST DECISIONS AND/OR UNRESOLVED B. NAME OF

ISSUES OFFICER
RESPONSIBLE
FOR ACTIQN

CATIE has created a program in watershed
management within the Natural Resources
Department

CATIE is recruiting a new project cocordina-
tor who will also serve as program head
beginning on or about June 1, 1986.

CATIE has appointed an interim project
coordinator and advisory committee to
improve project implementation, alloca-
tion of project resources and coordina-
tion.

ROCAP has approved a revised logical
framework, jointly developed by CATIE
and ROCAP, which modifies project
outputs, particularly those related
to long-term academic training and
institutional development.

The PACD will be extended through John McMahon
Septenber 1989 for the long-term
training component.

CATIE will develop strategies for John McMahon
information gathering/analysis,

(i.e. data base) and publication

production/dissemination.

CATIE is developing a strategy for John McMahon
long-term training including the

possibility of a non-thesis MS degree,

use of visiting scholars and need for

providing remedial courses for students

enrolled in the ™S program at CATIE.

C.

DATE
ACTION
TO BE
COMPLETED
11/85

6/86

1/86

2/86

6/87

6/86

6/86



8)

9)

10)

LIST DECISIONS AND/OR UNRESOLVED
ISSUES

CATIE will review its agreements with
national institutions with which it is
working, and the role of national advisory
committees to determine if adjustments are
required to most effectively promote
watershed management.

CATIE will develop and implement a
comprehensive plan for the use of the

Rio Tuis watershed as a teaching, demons-
tration and extension site.

CATIE will develop a strategy for
strengthening the sustainability of a
watershed management program at CATIE.

B. NAME OF
OFFICER
RESPONSIBLE
FOR ACTION

John McMahon

John McMahon

C.

ACTION
TO BE
QOMPLETED

8/86

5/86

1/87



PROJECT EVALUATION SUMMARY
WATERSHED MANAGEMENT PROJECT (596-0106)

PART II

An interim evaluation of the ROCAP funded Regional Watershed Management
Project (596-0106), implemented by the Tropical Agricultural Research and
Training Center (CATIE), was conducted in October 1985. Evaluation
recommendations covered the following major areas:

l.

2.

Planning, coordination and decision-making by CATIE project
personnel.

Allocation of project resources (i.e. personnel, time, funds) to
various project activities.

Institutionalization of watershed management at CATIE and among
national institutions.

Technical focus of the project and need for adjustments in logical
framework.

Nature and extent of training activities and process by which
training needs are identified and prioritized.

Information system for promoting and carrving out watershed
management activities (i.e. data base, publication strategy,
progress reporting).

As a result of the evaluation, several actions were taken by CATIE and
ROCAP. These included:

Creation of a watershed management program at CATIE.

In depth internal review by CATIE to decide course of action to
follow in implementing Watershed project.

Modification of the project logical framework to adjust outputs.,
Changes in project management at CATIE.
Development of a comprehensive workplan for 1986.

Agreement to extend PACD through September 1989 for long-term
training component.



These steps have laid the foundation for better focusing project
activities, improving project management and implementation, and assuring the
achievement of project outputs and purpose.

The evaluation, conducted by Associates in Rural Development, Inc., was
of high quality and provided timely suggesticns on how CATIE and ROCAP could
improve the Watershed Management project's focus, performance and likelihood
of sustainability as a discipline within CATIE and national institutions. The
evaluation has been used by both CATIE and ROCAP: as a management tool in
making necessary adjustments in the project. The majority of evaluation
findings/recommendations have been accepted by CATIE and ROCAP and have been
or are being acted upon. In areas where significant disagreewent on
recommendations exists, CATIE has carefully reviewed proposed options prior to
taking definitive positions. Findings and recammendations of the evaluation
are attached as an annex to the PES. Major disagreement exists on
recommendations 1, 23 and 29. Regarding recomendation 1, CATIE and ROCAP
believe the project must initially work with a few select natural resource
management institutions in each country. Once a solid base for watershed
management has been developed (i.e. enhanced awareness, trained staff, strong
interagency collaboration) additional institutions could be added. Project
efforts would be too dispersed if large numbers of institutions were
included. Concerning recommendation 23, the addition of remedial training,
while justified, is not considered feasible due to constraints of personnel-
plus the additional logistical/administrative burden it would entail.
Recommendation 29 suggests the data base component of the project not be
implemented. ROCAP and CATIE believe CATIE can exert strong leadership in the
region in this area which is crucial to develcoping/implementing watershed
mangement programs. Therefore this component will continue as designed.

The evaluation report's executive summary is concise, complete and easy
to follow. The report does not present a separate section on lessons learned
and development impact. However, several lessons pertinent to AID projects
are discussed.

1. Periodic adjustments in project direction and outputs are required
and these need to be incorporated into the logical framework.

2. The project coordinator pasition is crucial to insuring effective
project planning, allocation of resources, implementation and
monitoring of progress. Emghasis should be given to recruiting
individuals with management experience as coordinators in addition
to their technical abilities.

3. Complex projects (i.e. due to subject area or rarnge of activities)
need to have well developed strategies and a vrocess for '
prioritizing activities (i.e. training, use of TA publications) to
assure the project purpose is met.



Development impact per se is not discussed. The importance of watershed
management and of CATIE's role are recognized. The evaluation does address
whether current or proposed outputs and activities will contribute to the
project purpose of strengthening CAP institutions in watershed management.

The finding is that the project has great potential for achieving its purpose
once changes are made to focus activities and better cocrdinate project
resources.
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I. SUMMARY OF FINDINGS AND RECOMMENDATIONS

The Regional Tropical Watershed Manac-cuent project is &
five-year project being implemented by CATIE and funded primarily
by AID/ROC~P. The goal of the project is to protect the
environment and conserve natural resources, with special emphasis
on maximizing the contribution of water to the social and
eccnomic development of the participating countries. The purpose
of the project is to improve the institutional capacity in
Central America and Panama for managing the region's watershed
resources.

The project consists of three components, each of which
includes a number of proposed activities:

e¢ Component One--Training:

--M.S. degree and visiting scholar programs
~-foreicn study program

--short courses

--workshops and seminars

--study tours

¢ Component Two--Advisorv Services:

--short and long-term technical assistance

e Component Three--Support Services at CATIE:

--regional data base
--instructional design and materials office
--project information office

As of September 1985, RTWMP is being implemented by eight
staff based at CATIE in Turrialba, Costa Rica, and three country
coordinators based in Costa Rica, Honduras and Panama. The
project paper (PP) envisioned that over the life of the project,
country coordinators would also be hired in El Salvador and
Guatemala, and that six additional staff would be hired to work
out of the project offices at CATIE in Turrialba.  Others
participating in project activities include national agencies and
training institutions in each of the three countries,
representatives of bilateral AID missions in those countries, and
the AID/ROCAP regional environmental specialist based in San
Jose, Costa Rica.,.

A three-person team from ARD was asked to perform a mid-
project evaluation of RTWMP for the purpose of providing guidance
to CATIE and ROCAP on ways in which the project's technical and
administrative management might be improved for the remainder of
the five-year project period (approximately three years). The




evaluation focuses on an assessment of project progress to date
and development of a series of options for improving the project,
Wherever possible, the evaluation team has attempted to clearly
identify what it believes to be the best option to be pursued by
ATIE and/or ROCAP,

The ARD team discussed with AID/ROCAP whether this
evaluation should focus on revising project outputs and
indicators for the project's five-year life, or whether the team
should consider recommending a project extension. Based on
discussions with ROCAP, it was decided that the team should not

id ] ject at this time. Rather, it
was expected that the ARD team would recommend necessary changes
in outputs (and magnitude of outputs) for a infive-year project
to make them more realistic.

P e

The findings and recommendations of the ARD team are listed
below. All are of high priority. However, given the pervasive
management problems facing RTWMP, CATIE and ROCAP should pay
particular attention to those findings and recommendations which
treat management issues and should address them immediately.
Finding_ #)l: The activities proposed in this project do address
project purpose and are appropriate in relation to the PP.
However, the PP did not provide enough quidance to RTWMF staff on
how project activities should be focused. Valuable RTWMP staff
time has been spert on attempting to find a definition for
"watershed management" rather than clarifying which institutions
should be assisted in managing watershed resources--~the purpose
of this project according to the PP,

Recommendation #1: All project-related staff should work toward
ensuring that RTWMP activities address all types of agencies
involved in managing watershed resources, not just water- or
natural resource-related agencies.

Finding #2: RTWMP faces a serious staff shortage. This has
been an important factor in the limited progress of both the
technical assistance and data base components of the project,
RTWMP's recruiting process is werking, although it is not always
as high a priority as it should be. The RTWMP staff have very
good technical qualifications and experience for performing their
tasks. Delays in acquiring staff have been caused largely by
poor compesition of staff selection committees, inadequate
representation within the committee from the CATIE director's
office, and the absence of early screening of salary demands.
The PP includes very high estimated inputs into the project from
personnel from both CATIE and national cooperating agencies that
have not been met to date, ‘
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Recommendation g?f/'Staff recruitmedt should be top priority for
the RTWMP projectNmanager, CATIE d AID. The director of CATIE,
head of CATIE's Depi?ﬁmeﬁgda enewable Natural Resources (DRNR)
and RTWMP project manager should consider the following changes
in the staff selection process:

@ place a representative from the office of the CATIE
director on each selection committee in order to
enhance the authority of the committee:

® ensure that, wherever possible, each selection
committee has at least one member with training in
the discipline of the position being filled: and

o screen salary limitations/requirements of applicants
at the earliest stage possible,

The ARD team also suggests that as part of the recommended RTWMP
staff review of the project's logical framework, estimated inputs
from CATIE and host-country participating agencies listed in the
PP (pages 6 and 9 of Annex IiD) should be reviewed. Such a
review could result in a greater emphasis on more substantial and
timely host-country and CATIE personnel contributions to RTWMP
activities.

Finding %#3: Consistent delays in acquisition of financial and

material rescurces have been caused. by poor project and activity
planning by RTWMP staff, weak administratiVe supvort from CATIE,
arfd poor OTIEMtatiolN of project administrative staff on AID \

procedures., Of particular note are the bureaucratic delays

within CATIE for authorizing project expenditures and limits on
the availabhility of financial resources for CATIE counterpart 1
contributions. Project administrative staff have been forced i
into a trial-and-error situation, which seems quite curious given
the long history of AID/ROCAP and CATIE cooperation. 3

1
Recommendation #3: Planning procedures should be improved so
that resource needs are better anticipated. This is part of the
overall need for bette 3 : : = nroject
CATIEZ, ROCAP and RTWMP administrative staff should meet to review
weaxknesses in budgetary, recrniting—end—hiring practices, with
particular ewmphasis on streamlinimg administrative procedures for
authorizing project-expenditures™—

—

-

Fipnding %#4: To date, the inclusion of watersheds as a subprogram
within the Wildlands and Watersheds Progam (WWP) has not affected
RTWMP's efficiency or vnffectiveness. 1In fact, during the early
years of the Watershed:s subprogram, this association has been
extremely important in terms of bringing RTWMP to CATIE.

However, for technical and management reasons, the continuing
association of Watersheds with Wildlands in WWP now presents two
basic problems. First, the development approaches of each



subprogram are distinct and may, in fact, be in direct conflict
in certain situations. Second, as a separate program, Watersheds
(Wwildlands also, in fact) will be somewha: easier to manage
through a clearer, more direct line of authority to the DRNR
head, have greater identity within CATIE, and may be easier to

fund.

Recommendation #4: CATIE should set up a separate program
entitled "Watershed Management" within DRNR. Both the head of
DRNR and the director of CATIE should carefully consider who
should be the head of this new program.

Finding #5: The new CATIE structure proposed in the—draft 10~
_year_plan may provide needed centralization of key support -

services. It may also lead to more of the multidisciplinary work
that donor organizations and national agencies expect of CATIE,
However, if RTWMP staff are diverted to other programs or offices
within CATIE and given new responsibilities, the project will
suffer., DRNR's staff has one of the strongest commitments at
CATIE to the sound management of watershed resources. As such,
the evaluation team believes that DRNR is the appropriate
department for this project.

Recommendation #5: RTWMP staff should remain 100 percent focused
on and responsible for implementing RTWMP-related activities.
While departments clearly need to improve coordination on this
project, RTWMP should continue to reside within DRNR for the
purpose of long-term institution-building.

Findinc #6: The quarterly reports and individual and annual work
plans are written in a potentially useful format. However, they
are not nearly as useful as they could be because:

® plans and reports (particularly annual work plans)
are not readable, and summaries pointing out major
issues, achievements or problems are not included;

@ the level of detail in the quarterly reports is
inconsistent, if not misleading--it is very
difficult to have confidence in the contents'
quality, and neither CATIE nor ROCAP can depend on
these documents for management purposes; and

.@ contrary to PP expectations, country programs are
presented in a piecemeal fashion, reducing the value
of the work plans or quarterly reports for
developing a unified ccuntry program and,/or
strateqgy.

No annual evaluation report has been produced by RTWMP.
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Recommendation #6: Annual plans should contain a summary section
and a separate, unified section on_co ry-specific_ac i

Word-processing capabilities at RTWMP would facilitate this, ,
Quarterly reports should present project issues, especially :
problems, more openly and in greater detail. Avoiding full \
detail in these reports has contributed to the project management
difficulties confronted by RTWMP. In addition, the director of
CATIE and head of DRNR should conduct an annual internal project
review for management purposes., The results of this review

should be presented in a memorandum for internal project
circulation only, including ROCAP.

Fipnding %7: Indiviiual work plans, while helpful on a general
level, are based on terms of reference which do not indicate how
much time is to be devoted to specific tasks (technical advisory
services, teaching, etc.) and output indicators from the PP which
are unrealistic,

Recommendation #7: Task responsibility within the project needs
to be defined more clearly, including percentages of time to be

devoted to each task., The RTWMP project manager, or the AID-
funded land-use planner, should review, and revise as needed,
staff scopes of work and individual work plans based on more
realistic project outputs, With assistance from ROCAP, and based
on the findings and recommendations of this evaluation, a
complete revision of the RTWMP logical framework should be
‘undertaken by RTWMP staff.

Finding #8: The PP envisioned the use of national and regional
advisory committees, with national coordinators working with
CATIE~based project staff to prioritize activities. Excellent
country coordinators have been hired. Project advisory
committees have not been formed, but national coordinators are
making a concerted effort to do so. Their efforts have taken
place with little assistance or substantive direction from RTWMP
staff at CATIE, The role of the committees has not been defined,
and country coordinators, project staff and host-country agencies
lack a common understanding of responsibilities. The priority
placed on training activities during the past year was an ad hoc
decision by project staff that has detracted from overall project
progress.

Recommendation #8: The role of the advisory committees and their
relationship to the country coordinators should be clarified,
written down and distributed to all parties as at the RTWMP
retreat., Based on this agreed-upon role, CATIE-~based project
staff should visit the countries as soon as possible and assist
coocrdinators in organizing the committees, The evaluation team
does pnot believe that the advisory committees shonld decicde on
project priorities., Rather, they should be given a complete list
of options for different activities in each component, discuss
them, and rank or recommend activities to be implemented, At




quarterly meetings, the national coordinator (sometimes with
CATIE-based staff in attendance) should provide a short written
and oral presentation on project activities., With assistance
from ROCAP, RTWMP staff should come up with a list of technical
(including institution-building) criteria by which to assess and
prioritize project opportunities.,

Finding #9: The PP offers nc definition of methodologies or
procedures for management decision making. To date, RTWMP's
decision-making methodology has been ad hoc, performed through
mechanical and literal implementation of the overambitious PP,
Reliance on the PP has led to an overload for some project staff
at CATIE., Poor personnel management has meant that others are
not being fully utilized. As ambitious and difficult as the
project is, it is further complicated by inefficient planning and
an absence of effective leadership at both the departmental
(DRNR) and project levels. The ARD team believes that the
magnitudes of outputs suggested in the PP are too ambitious. The
current RTWMP project manager does not agree and, as such, has
not attempted to revise the magnitudes of output. The
combination of the overambitious PP objectives and the project
manager's "hard-line" attitude of emphasizing, rather than
modifying, the PP outputs has had an extremely negative effect on
the overall progress of this young project. 1In addition, based
on what is outlined in the PP, the head of the DRNR has been
seriously remiss in not addressing the project's management
problems in a timely manner. This lack of effort raises the
question of whether it is necessary for CATIE's director to have
more direct involvement in making the necessary changes. At
present, the management atmosphere within RTWMP is decidedly
negative.

Recommendation %2: Personnel changes in terms of decision making
must be made immediately to rectify the situation. CATIE--both
the director and the head of DRNR, specifically--should take the
lead in making these changes in consultation with ROCAP. The
following options should be considered:

o During a three-month trial period, a concerted
effort should be made by the project manager to
delegate authority, establish a decision-making
procedure that more appropriately addresses the
needs of the project and meets the approval of the
department chairman and subprogram head. A review
should then take place under the joint direction of
the CATIE director and DRNR head, with input from
the subprogram head and regional environmental
specialist from ROCAP, to assess whether actual

staffing change is necessary. During this three-
month period, the project manager will meet weekly
with the DRNR head and subprogram head in order to



discuss and subsequently implement measures for
improving project management and decision making.

o A project management consultant should be brought in
to assist the project manager in improving project
management and decision-making processes.

@ An immediate change should be made in the project
manager position, and the current project manager
should assume a technical support role.

¢ An immediate change should be made in the project
manager position, and the current project manager
should leave the project.

It should be noted that each of the above options has
advantages and disadvantages. The first provides the current
project manager with an opportunity for improvement. However, a
number of RTWMP, CATIE and ROCAP staff believe that this
opportunity has already been given and no change has occurred.
If that is true, then the first option would be a waste of
resources. The second option could be used in combination with
all of the others. Having such an individual to assist in
revising the logical framework, individual scopes of work and
other tasks would be invaluable., The third option would allow
for continued benefits from the current project manager's
substantial technical expertise. The fourth would clearly put
the project on hold while a new project manager comes on and
would not take advantage of the current manager's knowledge of
RTWMP activities. It would, however, offer the benefit of
eliminating completely the very negative project management
atmosphere observed within RTWMP by the ARD evaluation team.

Finding #10: The PP mentions the need to develop plans for long-
term self-sustainability of RTWMP-type activities. However, this
is not scheduled to occur until the fourth and fifth years of the
project. Within both the Watersheds subprogram and CATIE in
general, & number of people are already concernaed about long~-term
sustainability. Project staff, particularly the Watersheds
subprogram head, believe that planning for this should start
earlier. 1In addition, other CATIE staff are now developing an
aggressive strategy for long-term fund-raising.

Recommendation #10: 1In 1985, the heads of DRNR and the

Watersheds subprogram should begin to cutline a strategy for
procurement of funds that will ensure the ongoing capability at
CATIE for providing training, practical research, advisory
services and technical assistance to its member countries, This
strategizing should be coordinated with CATIE's ongoing
institutional development efforts. As part of this strategy, the
ARD team believes it is entirely appropriate to begin requesting
that host-country agencies and other clients begin to share costs



or fully pay, wherever possible, for technical services rendered
by CATIE. )

Findipng #11: The PP envisioned the use of national and regional
advisory committees, and of national coordinators to assist
CATIE~based project staff in prioritizing activities. Excellent
country coordinators have been hired. Linkages via national and
regional advisory committees are lacking because none of the
three countries has set up such committees in a workable fashion
yet. Country coordinators have invested substantial time and
thought into developing these committees with little direction or
assistance from CATIE-based RTWMP staff. At the time of this
evaluation, the exact role and composition of the committees has
not been defined.

Recommendation #11: Country coordinators should continue to

place an emphasis on the formation of national committees. As a
temporary measure, however, country coordinators, with assistance
from CATIE-based staff, should develop an approach to near~-term
priorities that includes structured interviews of important
national agency staff. These interviews should include review,
discussion and ranking of activity priorities with each agency on
an individual basis. In addition, some other mechanism may be
needed to select the priority watershed. The CATIE~based soil
and water conservation specialist should assist the country
coordinators in performing a country-level priority watershed
assessment.,

Finding #12: At this time, no action is being taken to formalize
agreements between RTWMP and agencies (other than counterpart
agencies) because of interagency problems in two of the
countries, Such agreements should be of high priority if
technical assistance (training support, advisory services an:
information exchange) is to be performed in any worthwhile and
continuing way for institution-building purposes.

Recommendation #12: The decision to stop action on development
of formal agreements between agencies and RTWMP should be
reconsidered in light of the importance these agreements have in
furthering long-term institutional development efforts in
agencies whose activities have significant impacts within
watersheds,

Finding #13: AID mission representatives from Costa Rica,
Honduras and Panama were involved in developing project
components during formulation of the PP. Although the PP
intimates that the project was designed to complement the
numerous bilateral AID projects operating or planned in the
region, there are no specific tasks outlined in the PP or RTWMP
job descriptions--not even for the project manager or country
coordinators. In spite of this, the country coordinators in
Panama and londuras--because of past involvement in AID-supported



projects with the current RTWMP counterpart agencies (RENARE in
Panama, and Ministry of Natural Resources in Honduras)--have
established good relationships with local AID missions. There
appear to be no such contacts established in Costa Rica, probably
due to a lower level of interest on the part of the AID mission
and RTWMP's limited initiatives in terms of working with non-
natural-resource agencies,

Recommendation #13: Problems of watershed resource management
can occur because of any and all development activity on that
watershed, not only because of the activities of a few projects
related to patural resources. First, this concept must be
understood by project staff. Then, country coordinators must
communicate it to sectoral and donor agencies by means of short
courses and seminars and general close contact. For example, the
country coordinator in Costa Rica should develop close
relationships with non-natural resource projects and AID/Costa
Rica mission staff in order to communicate with such agencies.

Finding #14: Even where a strong relationship exists between
RTWMP and the local AID mission, there is a potential for
project-to-project interference. For example, RTWMP funding is
relatively low ir Panama, and there is a danger that the large
(330 million) REWARE II project may overload the capacity of
RENARE to effectively act as counterpart to RTWMP or other
similar natural resource projects. Further, significant overlap
appears in the objectives of training and institutional
«2velopment. This would seem to be an opportunity for RTWMP
activities to bring other non-water, non-natural-resource
protection agencies into watershed management programs,

Recommendatijon #14: RTWMP activities should complement, rather
than duplicate, existing AID (or other donor) national-level
programs. In particular, country coordinators should focus on
drawing agencies not traditionally involved (e.g., road-building
agencies) toward watershed management activities. More
specifically, it is recommended that RTWMP assistance to Panama
be refocused in light of the new RENARE II project. The
emphasis on technical advisory services for watershed management
planning and on creation of bankable plans should be reduced.
Instead, emphasis should be placed on providing advisory services
and training to the secondary (i.e., non-water related) agencies
of Panama. RENARE should remain the principal counterpart agency
if assurances are given that support will continue for RTWMP's
efforts to more fully involve secondary agencies in watershed
management,

Finding #15: Staff from RTWMP as well as other CATIE devartments
have made individual gestures toward cooperation on training and
research. Cooperation, or even discussion of cooperation,
regarding the technical advisory services component of RTWMP has
not taken place. Watershed management is a natural common focus




for all CATIE departments, but RTWMP has yet to develop a general
strategy for involving the other departments, The initiatives
that have taken place have been on an ad hoc basis, which is not
necessarily bad. 1In any educational or research institution,
informal linkages often have the most success, However, it would
be beneficial to both RTWMP and other departments, and CATIE's
reputation, if these linkages were the result of planned and
formal interactions indicating a long-term CATIE commitment.,

Recommendation #15: The ARD team believes RTWMP should develop a
near-term plan for joint activities with other CATIE departments.
Such a plan should specify activities, dates and which
individuals from RTWMP and the other departments are to be
involved. Cooperation on training, advisory services and related
research activities should be included. To this end, RTWMP, in
cooperation with the office of CATIE's director, should sponsor a
day-long workshop on interdepartmental watershed management .
initiatives. Over the long-term life of RTWMP this intra-CATIE
initiative should be the responsibility of the RTWMP project
manager and should be incorporated in the preparation of each
annual plan and report,

Finding #16: The training strategy report of May 1983, prepared
for RTWMP, recommended support for the establishment of an
equipped outdoor laboratory that would serve to demonstrate the
use of equipment; measurement, collection and evaluation of land
response to different practices; and as an area for other studies
by students and staff. While the RTWMP scarcely mentions Rio
Tuis, it apparently followed up on this suggestion, for it does
provide funds for equipment. On the other hand, a DRNR external
evaluation team submitted a report in June 1984, recommending
that there should pot be a further commitment of financial or
human resources to the Rio Tuis watershed.

Recommendation #16: The Rio Tuis is an excellent site for

teaching, demonstration and extension for the following reasons:
its close proximity to CATIE, the lease control over La Selva,
the variety of biophysical and land tenure characteristics which
are representative of Central America and Panama, past baseline
data availability and strong staff interest, The evaluation team
supports the expansion of activities on the Rio Tuis watershed
under the RTWMP with the emphasis on training and modest student
research,

Findinag #17: There is a proposal for a multidisciplinary
research activity in the Rio Tuis which appears in the final
report of the Environmental Management Systems project. Its
purpose would be to demonstrate integrated land-use planning by a
team which would include CATIE professionals from the areas of
forestry, animal production, crop production, soils, engineering,
economics and sociology. They would plan for production as well
as reducing adverse soil and water impacts of various land uses.
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CATIE has 40 years of experience to draw on in some of the
sectors that can contribute. Staff in other programs in DRNR and
other departments at CATIE have indicated interest in activity in
the Rio Tuis if there were the magnet of climatological and/or
hydrological instrumentation. It is noted that the RTWMP
specialist in natural resource economics (yet to be hired) has a
component in the job description for Rio Tuis,

Recommendation #17: This proposal would provide a much needed

demonstration and training ground for activities that combine
production with protection or rehabilitation and biophysical with
economic, social and institutional expertise. The Rio Tuis would
be a very strong candidate for a site with regional significance.
The groundwork for such a study might be laid under the RTWMP
through the development of a formal funding proposal (it is
within the stated job descriptions of several staff). However,
other funding should be sought by the Watersheds subprogram for
the actual field activities. 1Individuals in CATIE who have
expertise in various areas, particularly the social and
institutional aspects of rural land use, should be involved in
activities on the watershed.

Finding #18: The past and current activities on Rio Tuis are
mostly ad hoc and unrelated, and even future proposals have not
evolved out of any overview plan for either the whole watershed
or even for La Selva. There is an operative plan prepared in
advance for the following year for the DDA project, and each
individual staff member identifies in his yearly plan those
activities that will occur on Rio Tuis. More than this is
required if the area is to play an optimum role in training and
demonstration.

Recommendation #18: An overall framework for activities on the

Pio Tuis watershed must be developed as soon as possible by the
Watersheds subprogram. A sub-plan for La Selva is of particular
urgency if it is to fulfill its special role in the graduate
program. The evaluation team suggests that advisors be sought
from other program areas in DRNR and from other departments, in
particular social science advisors. Some technical and valuatle
input might be obtained from ROCAP's environmental management
specialist, and the plan should be sent to country coordinators
for input. Also, the following steps are imperative:

e procurement procedures must be improved to avoid the
delays that have characterized the operational
instrumentation of the watershed--besides the
equipment already ordered, additional equipment and
on-the-ground installation of modest experimental
plots are urgently needed if La Selva and Rio Tuis -
are to be used with the postgraduate students
(especially the current group) and in workshops and
short courses; and
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e the responsibilities of the hydrologist and land-use
specialist with regard to planning and direction of
activities on Rio Tuis must be clarified, especially
in view of the fact that the subprogram in
watersheds will continue after the conclusion of
RTWMP-~alternatively, in view of his interest and
involvement, the bioclimatologist might take on
principal responsibility for this task, further
integrating DRNR staff and RTWMP activities.

Finding #19: There exists some sentiment for engaging in "heavy-
duty" research involving stream flow and sediment measurement and
small watershed calibration followed by land-use treatments. The
PP refers to weirs, and there are statements ir several documents
about the need for small watershed research, even of the "paired
catchment" type, for tropical areas and especially Central
America and Panama. While long-term small catchment research is
much needed and is seductive when there are funds for equipment,
the ARD team feels that such research is beyond the scope of this
project. The instrumentation needed to permit students to engage
in short-term investigations such as surface erosion studies, or
to measure and demonstrate a stream's response to rainfall
events, 1s very important, and project efforts should continue to
focus on this goal and that of usefulness in other training
activities. Separate funding and a formal link with an
experienced catchment research institution should be considered
for the future. The project work plan has staff fully committed
in other activities for the life of the project.

Recommendatijon #19: Under this project, no funds or human
resources should be used golelv for long-term instrumented
catchment research. Emphasis should be on training and
demonstration. Separate funding and a formal link with an
experienced catchment research institution should be pursued by
the Watersheds subprogram. Instrumentation of Rio Tuis and La
Selva with a meteorological network and a stream gauge should be
given high priority if the area is to fill its role as an area
for CATIE students and staff to use for demonstration, teaching
and extension. Instrumented plots for modest soil erosion/land
treatment studies by students and staff should be installed at
the La Selva farm as soon as possible,

Finding 220: The course topics and content of the master's
program are sound and require only fine tuning. The need for so
many remedial courses is realistic, but it reduces the
opportunity to take electives, The currcent students have had
essentially no electives in their first three semesters. The
course in physical characteristics of soil and its management is
a required core course and is taught in the Department of Plant
Production. This represents the kind of cross-department
activity the ARD team supports,
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Recommendation #20: Although a curriculum committee was formed

in DRNR to shape the graduate program’ in conjunction with the
"training strategy" and Colorado State University consultants, a
continuing curriculum assessment committee has not been formed.
The ARD team recommends that such a committee be established and
that it be charged with the fine tuning that is required as
experience is gained.

Finding #21: The emphasis on the thesis presents a problem in
this program, whose rationale is to produce professionals to work
in watersheds on immediate short- and medium-term problems.
Counseling and supervision by staff will represent a major burden
under the current circumstances, in view of all of the staff's
other commitments for training and technical assistance. To have
30 students complete master's programs with theses by October
1988 is a formidable venture., Several prestigious universities
in the United States (e.g., Cornell and Colorado State
universities) have developed special non-thesis degree programs
with names such as "master's of professional studies." The
objective of these programs--professional upgrading for those who
have been working for a number of years, or a redirection of
interest--coincide very well with the objectives of RTWMP support
for a master's degree in watershed management.

Recommendation 321: The ARD team strongly endorses the PP's
emphasis on applied training, rather than on a more academic
education, as best meeting the short- and medium-term needs in
Central America and Panama as well as other countries in Latin
America. Therefore, the team questions the emphasis on the
thesis., The ARD team recommends that the option of a non-thesis,
master of professional studies program be studied as better
meeting regional needs at this time, with students allowed either
course of study depending on their career objectives. According
to the Office of Postgraduate Studies and Training, this is not
an inconceivable development.

Finding #22: The 30 graduate completions called for in the PP is
a major problem. The ARD team believes that the targeted output
number will severely reduce the quality of the graduate program,
Savings to the project by reduced numbers could be used to
further enhance the quality of program outputs in training. For
example, the quality of library holdings in watershed management
could be improved, important watershed reference materials could
be translated, and remedial coursework for students before they
come to CATIE could be funded.

Recommendation #22: The ARD team feels that one of the
indicators of project output, namely 30 graduates from CATIE
within the project period, is not only unrealistic, but does not
well serve the project output of quality training for develoving
a cadre of professional leaders, The team suggests a reduction
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in verifiable indicators to 20 or 21 master's completions at
CATIE.

Finding #23: The need for remedial courses is real, but
represents a major drag on the program. It leaves students with
virtually no electives.

Recommendation #23: The ARD team suggests an investigation into

the possibility of the project funding tutoring or one or two
remedial courses for students accepted into the graduate program,
before their arrival on campus, so that they can make use of
electives at CATIE to increase the quality of their curriculum.

¢t The major time commitment of the instructional
staff spec1f1°d in the job descriptions and the specificity of
other RTWMP tasks place an overwhelming load on the staff,

Recommendation #24: The teaching staff overload in terms of the

range of duties and the specific target numbers of various
activities should be reduced. Innovative ways should be probed
of using visiting scholars and short-term consultants and of more
effectively using assistants on the staff to meet some of the
targets in the PP,

Pinding #25: Nothing has yet been initiated in either the non-
degree or non-CATIE graduate program activities, although the
implementaticn plan calls for initiation in January 1985. These
are valuable and valid components for RTWMP support. The foreign
study program should nct be a major burden on the professional
project staff, but the visiting scholar program may prove to be.

Recommendation #25: RTWMP staff should make realistic plans for
implementing both of these activiiies. These programs are very
much behind schedule and need to be put in motion if they are to
meet the targeted outputs.

Finding #26: It is difficult to reconcile the topics, scheduling
and country exclusivity of these four events with the 24 or 25
specific topics, and the lack of mixing of country participants
in three out of the four., They appear to have been developed on
an ad hoc basis, without much reference to the PP and without any
concrete priority plan developed by staff and country
ccordinators. The lack of country committees has not permitted
this kind of advisory input into the short-course component. On
the other hand, the ARD team's examination of course content, the
involvement of several staff, and the very positive course
evaluations by the participants all lead the team to have a
feeling that these are on the richt track. A significant and
continuing problem is the fact that the two data base scaff and
the natural resource economist positions have not been filled,
since they are responsible for over half of the courses suggested
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in the PP. The PP appears too inflexible by spelling out so much
detail,

Recommendatijon #26: If the short-course program is to resemble

the PP in topics, scheduling and number of repeat offerings, the
data base and resource economist staff need to be aboard and
functioning as soon as possible. On the other hand, greater
course flexibility should be allowed. Now that some of the staff
and country coordinators are in place, representing a
considerable pool of varied experience and linkages, the ARD team
recommends that they be involved in planning a new set of
priority topics and scheduling. It is suggested that the
coordinator of the short-course program be the ROCAP-funded land-
use specialist, as called for, rather than the project manager,
as seems to be the case, The short~course coordinator should be
mindful of the suggestion that only half of the participants be
from the host country and the balance from other countries, since
these are to be regionally interactive events.

Finding #27: No clear process for RTWMP's prioritization of
short courses, workshops, seminars and study tours exists,

Recommendation %#27: RTWMP staff, including country coordinators,
should evaluate short-term training opportunities or requests on
a monthly or quarterly basis. The review could include the

ranking of each opportunity according to a set of criteria agreed
upon by all RTWMP staff. Examples of such criteria are that the

training activity:

 link up with an important AID (or other donor)
project;

e create contact with a new and/or important agency;

@ be a high priority of a country contact or advisory
committee;

e address an appropriate audience (e.g., high-level
technician, trainers, field technicians); and

e operate with the option ¢f a "buy-in" or cost-
sharing.

Finding 328: To date, RTWMP has accumulated little experience in /
the provision of advisory services. 1In the future, it is L
possible that technical assistance will be given in subject areas
which are not priorities of overall project objectives, "“"Free"
technical assistance is tempting to institutions on tight

budgets. An analysis of the PP, as well as past and current
activities, suggests that:



the advisory services component may not focus
sufficiently on the project purpose of institutional
development-~currently, advisory services can only
be offered in the areas of watershed management that
do not lead to institutional development;

because of the PP definition of primary and
secondary agencies, other agencies with significant
impacts on watershed structure and function may not
be reached by the advisory services component, even
though they would be amenable to institutional
development efforts in terms of watershed management
concepts and technology; and

the advisory services component may be too complex
and grandiose, given existing RTWMP personnel
resources.,

Recommendation #28: The advisory services component of RTWMP
should concentrate on improving institutional capacity in Central

\/ America and Panama. It is recommended that RTWMP:

seek to maintain contact with those regional,
national and local institutions that work at
practical levels and undertake activities that

influence watershed behavior;

reevaluate the concept of primary and secondary
institutions to ensure the inclusion of institutions
such as public works departments, the military,
agrarian reform agencies, agriculture and livestock
production associations, municipalities and
technical agriculture schools;

reevaluate project outputs in the logical framework,
omitting entirely the consideration of international
watersheds and choosing only those watersheds that
are relatively simple in terms of variety of
resource uses;

consider the use of more short-term consultants to
achieve technical advisory service objectives,
including professionals from other CATIE departments
and offices, as well as individuals outside of CATIE
(e.g., universities, independent consultants,
consulting firms, etc.);

assemble a short~-term committee, made up of project
staff (including country coordinators) and chaired
by the project manager, to establish selection
criteria for the advisory services that RTWMP will
undertake--criteria to be considered include
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geographical context for transferability (regional,
national, local), training and institutional
development context, services to agencies or
institutions that "create” rather then manage
watershed "problems," visibility of the project and
relative potential for success; and

® ensure that whenever a technical advisory activity
takes place, a final consultancy report is produced
with an RTWMP logo and circulated to appropriate
individuals and national or international agencies--
a copy of each report should reside at the RTWMP
publications office.

Finding : The PP envisioned that this component would allow
CATIE to become a regional center of information and data on
watershed management. The major question here is whether the
development of such a center at the subprogram level would be an
unnecessatry duplication of effort at CATIE. To date, little
coordination of this effort with other departments has taken
place. The delay in hiring the data base management specialist
has been given as the main reason for this lack of coordination.
INFORAT (Information and Documentation Center for Tropical
America) has already established a computerized bibliographic
reference service, and RTWMP has contributed resources to the
service and plans to use it, At the time of this evaluation, no
report was available that clearly explained the justification for
the purchase of a geographic information system (GIS) or its link
to project purpose or national-level project priorities,

Recommendation #29: With the exception of funds from the data
base budget that have been allocated for simulation programs, map
and photo collection, training of country personnel in data base
acquisition and management, and the project information office,
the data base resources assigned to this project should be placed
in the fund for development of a centralized capability in data
base management at CATIE, with the condition that these resources
be used in providing for the data needs of the project as
outlined in the PP, Particular emphasis should be placed on
expanding technical library holdings in watershed resources
management. The project, and the Watersheds subprogram, should
also consider funding the translation of important references
into Spanish for use in teaching and training activities. Based
on GIS experience in other countries, the project should
carefully weigh the advantages and disadvantages of purchasing
such a system,

Finding #30: Although there is no reference in the logical
framework or project information plan to working relationships
with international organizations for publication and information
dissemination purposes, several related activities are to begin
in early to mid-1986, while others were to begin in early to mid-
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1985 (annotated bibliographies and reference lists, project
technical reports, articles for general conservation magazines,
newsletters, bulletins, etc.). A letter of intent has been
signed with the natural resources department of the Economic
Commission for Latin America (ECLA) proposing publication of
project material in an upcoming book. Lack of further progress
can be traced to the fact that the PP does not provide specific
information regarding how and under what financial arrangements
these activities are to take place. There is no publication
strategy to treat such problems as:

e a lack of funding for publishing the full range of
project-generated material,

e wide qualitative differences in the content and
presentation of project documents to date,

e overlap and unclear definition of individual staff
responsibilities with regard to publication,

e a potentially large amount of valuable information
languishing in the files of individual staff
members, and

e an absence of coordination with other CATIE offices
in terms of publishing activities.

Recommendation #3Q: A committee responsible to the project

manager and chaired by another project staff member (possibly the
project administrative assistant) should be es‘ablished
immediately. The committee should develop a publication strategy
to: a) insure the high quality of all documents generated by the
project; b) establish cooperative funding mechanisms; c) define
responsibilities of project staff and the CATIE publication unit
regarding project publications; d) explore ways to cooperate and
consolidate these activities with other departments and programs
within CATIE; e) assist authors in the review process; and

£) help decide on suitable journals, etc., in which the material
may be published,

Pinding £31: The project information office proposed in the PP
has not been organized. The project has prepared a general
brochure which is valuable for all project staff, especially
national coordinators. However, there has been no systematic
effort to publish or distribute other project documents. No
consistent report/document format or numbering system has been
developed (although some staff have developed their own), and
little orcanized circulation of materials takes place. The
quarterly project report is not suitable for wider non-staff
circulation, and no annual project evaluation report has been
prepared. AID missions and host-country officials are aware of
the general project brochure, but little else. The national
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coordinators are not responsible for this; information
dissemination activities have suffered from lack of attention and
designated staff at CATIE. The evaluation team was not able to
gauge AID/Washington's awareness of project activities and
reports,

Recommendatjon #31: The project should develop a consistent

format and numbering system for its reports and other documents.
There should be a designated place in the office for displaying
these documents, and national coordinators should have similar
displays. A prose-style summary of the quarterly report should
be developed for wider circulation to national agencies, AID
missions and offices, and international organizations., RTWMP
should designate or hire someone immediately to develop the
information materials, system and center. This individual might
visit the AID-funded WASH (Water and Sanitation for Health)
project office and AID's Development Information Unit in
Washington, D.C., to gain a better understanding of how such a
facility might work.
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PREFACE

A three-person team from Associates in Rural Development,
Inc. (ARD), conducted an interim evaluation of the ongoing
Regional Tropical Watershed Management project (RTWMP). The ARD
team was composed of ir. Richard Donovan, team leader and a
natural resources specialist from ARD's home office in
Burlington, Vermont; Dr. Lawrence Hamilton, watershed resources
planner from the East-West Center in Honolulu, Hawaii; and Dr.
Richard Saunier, natural resources planner and project advisor,
on short-term leave from the Organization of American States in

Washington, D.C.

For the field work component of evaluation, all three team
members spent a little more than two weeks in Costa Rica, and Mr.
Donovan and Dr. Saunier spent an additional five days each in
Honduras and Panama, respectively., Of the time in Costa Rica,
approximately half (or seven days) was spent at the Tropical
Agricultural Center for Research and Training (CATIE) in
Turrialba. While in Costa Rica, the team produced a draft
executive summary in Spanish and English, which was the basis for
evaluation briefings at the end of the field work at CATIE.

Staff from the U.S. Agency for International Development's (AID)
Regional Office for Central America and Panama (ROCAP) and CATIE
attended the briefings. ARD's evaluation team then produced a
more detailed draft report., This draft report was thaen reviewed
by each team member; ARD's home office technical staff; Mr. Sam
Kunkle, a watershed scientist at the U.S. National Park Service;
and Mr. James Meiman of Colorado State University. Finally, it
was revised by Mr. Donovan, the team leader, at ARD's
headquarters in Vermont.

The ARD evaluation team would like to thank Ms. Gina Green
for her valuable assistance during its work in Costa Rica, in
particular for her insights and comments on draft recommendations
and findings. The team also appreciates the support and patience
of the CATIE and ROCAP staffs. Because of the short time frame
(three weeks) in which the field work was accomplished, and the
need tc constantly change appointments to address gaps in
information, many schedule changes were made and everyone worked
long hours. To everyone involved, thank you,
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I. M Y F N

The Regional Tropical Watershed Management project is a
five-year project being implemented by, CATIE and funded primarily
by AID/ROCAP. The goal of the project is to protect the
environment and conserve natural resources, with special emphasis
on maximizing the contribution of water to the social and
economic development of the participating countries. The purpose
of the project is to improve the institutional capacity in
Central America and Panama for managing the region's watershed
resources,

The project consists of three components, each of which
includes a number of proposed activities:

e Component One--Training:

--M.S. degree and visiting scholar programs
~-foreign study program

-~-short courses

--workshops and seminars

-=-study tours

e Component Two--Advisory Services:

-~short and long-term technical assistance

e Component Three--Support Services at CATIE:

~-regional data base
--instructional design and materials office
--project information office

As of September 1985, RTWMP is being implemented by eight
staff based at CATIE in Turrialba, Costa Rica, and three. country
coordinators based in Costa Rica, Honduras and Panama. The
project paper (PP) envisioned that over the life of the project,
country coordinators would also be hired in El Salvador and
Guatemala, and that six additional staff would be hired to work
out of the project offices at CATIE in Turrialba. Others
participating in project activities include national agencies and
training institutions in each of the three countries,
representatives of bilateral AiD missions in thcse countries, and
the AID/ROCAP regional environmental specialist based in San
Jose, Costa Rica.

A three-person team from ARD was asked to perform a mid-

] i of RTWMP for the purpose of providing guidance
to CATIE and ROCAP on ways in which the project's technical and
administrative management might be improved for the remainder o~
the five-year project period (approximately three years). The



evaluation focuses on an assessment of project progress to date
and development of a series of options for improving the project.
Wperever possible, the evaluation team has attempted to clearly
identify what it believes to be the best option to be pursued by
ATIE and/or ROCAP. :

The ARD team discussed with AID/ROCAP whether this
evaluatior should focus on revising project outputs and
indicators for the project's five-year life, or whether the team
should consider recommending a project extension. Based on
;- X : oo 7 .

1 £ j i ime. Rather, it
was expected that the ARD team would recommend necessary changes
in outputs (and magnitude of outputs) for a infive-year project

to make them more realistic.
______J\_——-—"‘

The findings and recommendations of the ARD team are listed
below. All are of high priority. However, given the pervasive
management problems facing RTWMP, CATIE and ROCAP should pay
particular attention to those findings and recommendations which
treat management issues and should address them immediately.

—_— =
Finding #1: The activities proposed in this project do address
project purpose and are appropriate in relation to the PP.
However, the PP did not provide enough guidance to RTWMP staff on
how project activities should be focused. Valuable RTWMP staff
time has been spent on attempting to find a definition for
"watershed management" rather than clarifying which institutions
should be assisted in managing watershed resources--th: purpose
of this project according to the PP.

Recommendation #1: All project-related staff should work toward
ensuring that RTWMP activities address all types of agencies

involved in managing watershed resources, not just water- or
natural resource-related agencies,

Finding #2: RTWMP faces a serious staff shortage. This has
been an important factor in the limited progress of both the
technical assistance and data base components of the project.
RTWMP's recruiting process is working, although it is not always
as high a priority as it should be. The RTWMP staff have very
good technical qualifications and experience for performing their
tasks. Delays in acquiring staff have been caused largely by
poor composition of staff selection committees, inadequate
representation within the committee from the CATIE director’'s
office, and the absence of early screening of salary demands.
The PP includes very high estimated inputs into the project from
personnel from both CATIE and national cooperating agencies that
have not been met to date.



- T\ .
Recommendation %2¢ Staff recruitmeJt should be top priority for

the RTWMP project“manager, CATIE and AID., The director of CATIE,
head of CATIE's Departmeat-of-Rénewable Natural Resources (DRNR)
and RTWMP project manager should consider the following changes
in the staff selection process:

® place a representative from the office of the CATIE
director on each selection committee in order to
enhance the authority of the committee;

® ensure that, wherever possible, each selection
committee has at least one member with training in
the discipline of the position being filled; and

@ screen salary limitations/requirements of applicants
at the earliest stage possible,

The ARD team also suggests that as part of the recommended RTWMP
staff review of the project's logical framework, estimated inputs
from CATIE and host-country participating agencies listed in the
PP (pages 6 and 9 of Annex IID) should be reviewed. Such a
review could result in a greater emphasis on more substantial and
timely host-country and CATIE personnel contributions to RTWMP

activities, \
Finding #3: Consistent delays in acquisition of financial and |
material resources have been caused.bv poor project and activi
planning by RTWMP staff, weak administrative Support from CATPIE .

poor [emeati Of project administrative staff on AID
procedures. Of particular note are the bureaucratic delays
within CATIE for authorizing project expenditures and limits on
the availability of financial resources for CATIE ccunterpart |
contributions. Project administrative staff have been forced |
into a trial-and-error situation, which seems quite curious given
the long history of AID/ROCAP and CATIE cooperation.

Recommendation #3: Planning procedures should be improved so

that resource needs are better anticipated, This is part of the

overall need for better management—throughout—the nroject,

CATIE, ROCAP and RTWMP administrative staff should meet to review

weaknesses in budgetary, recruiting—and—ndiring practices, with

particular emphiasis on streamlinimg administrative procedures for
authorizing project—expendituressT—

Finding #4: To date, the inclusion of watersheds as a subprogram
within the Wildlands and Watersheds Progam (WWP) has not affected
RTWMP's efficiency or effectiveness. 1In fact, during the early
years of the Watersheds subprogram, this association has been
extremely important in terms of bringing RTWMP to CATIE.

However, for technical and management reasons, the continuing
association of Watersheds with Wildlands in WWP now presents two
basic problems. First, the development approaches of each



subprogram are distinct and may, in fact, be in direct conflict
in certain situations. Second, as a separate program, Watersheds
(Wildlands also, in fact) will be somewhat easier to manage
through a clearer, more direct line of authority to the DRNR
head, have greater identity within CATIE, and may be easier to

fund.
Recommendation #4: CATIE should set up a separate program

entitled "Watershed Management" within DRNR. Both the head of
DRNR and the director of CATIE should carefully consider who
should be the head of this new program.

Finding 25: The new CATIE structure proposed in the—draft 10-
_Yyear_plan ma ovide needed centralization of key support

services, It may also lead to more of the multidisciplinary work
that donor organizations and national agencies expect of CATIE.
However, if RTWMP staff are diverted to other programs or offices
within CATIE and given new responsibilities, the project will
suffer. DRNR's staff has one of the strongest commitments at
CATIE to the sound management of watershed resources. As such,
the evaluation team believes that DRNR is the appropriate
department for this project.

Recommendation #5: RTWMP staff should remain 100 percent focused
on and responsible for implementing RTWMP-related activities.
While departments clearly need to improve coordination on this
project, RTWMP should continue to reside within DRNR for the
purpose of long-term institution-building.

Findipng 26: The quarterly reports and individual and annual work

plans are written in a potentially useful format. However, they
are not nearly as useful as they could be because:

e plans and reports (particularly annual work plans)
are not readable, and summaries pointing out major
issues, achievements or problems are not included;

® the level of detail in the quarterly reports is
inconsistent, if not misleading--it is very
difficult to have confidence in the contents'
quality, and neither CATIE nor ROCAP can depend on
these documents for management purposes; and

@ contrary to PP expectations, country programs are
presented in a piecemeal fashion, reducing the value
of the work plans or quarterly reports for
developing a unified country program and/or
strategy.

No annual evaluation report has been produced by RTWMP,



Recommendation #6: Annual plans should contain a summary section

and a separate, unified section on co ry-specific _activities,
Word-processing capabilities at RTWMP would facilicate this.
Quarterly reports should present project issues, especially
problems, more openly and in greater detail. Avoiding full
detail in these reports has contributed to the project management
difficulties confronted by RTWMP. In additicn, the director of
CATIE and head of DRNR should conduct an annual internal project
review for management purposes. The results of this review
should be presented in a memorandum for internal project
circulation only, including ROCAP,

Finding #7: Indivi-“ual work plans, while helpful on a general

level, are based on terms of reference which do not indicate how
much time is to be devoted to specific tasks (technical advisory
services, teaching, etc.) and output indicators from the PP which

are unrealistic.

m dati #7: Task responsibility within the project needs
to be defined more clearly, including percentages of time to be
devoted to each task, The RTWMP project manager, or the AID-
funded land-use planner, should review, and revise as needed,
staff scopes of work and individual work plans based on more
realistic project outputs. With assistance from ROCAP, and based
on the findings and recommendations of this evaluation, a
complete revision of the RTWMP logical framework should be
undertaken by RTWMP staff. :

Finding #8: The PP envisioned the use of national and regional
advisory committees, with national ccordinators working with
CATIE-based project staff to prioritize activities. Excellent
country coordinators have been hired. Project advisory
committees have not been formed, but national coordinators are
making a concerted effort to do so. Their efforts have taken
place with little assistance or substantive direction from RTWMP
staff at CATIE. The role of the committees has not been defined,
and country coordinators, project staff and host-country agencies
lack a common understanding of responsibilities. The priority
placed on training activities during the past year was an ad hoc
decision by project staff that has detracted from overall project
progress.

Recommendation #8: The role of the advicory committees and their
relationship to the country coordinators should be clarified,
written down and distributed to all parties as at the RTWMP
retreat. Based on this agreed-upon role, CATIE-based project
staff should visit the countries as soon as possible and assist
coordinators in organizing the committees. The evaluation team
does not believe that the advisory committees should decide on
project priorities. Rather, they should be given a complete list
of options for different activities in each component, discuss
them, and rank or recommend activities to be implemented. At

\

\
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quarterly meetings, the national coordinator (sometimes with
CATIE-based staff in attendance) should provide a short written
and oral presentation on project activities, With assistance
from ROCAP, RTWMP staff should come up with a list of technical
(including institution-building) criteria by which to assess and
prioritize project opportunities.,

Finding %9: The PP offers no definition of methodologies or
procedures for management decision making. To date, RIWMP's
decision~-making methodology has been ad hoc, performed through
mechanical and literal implementation of the overambitious PP,
Reliance on the PP has led to an overload for some project staff
at CATIE., Poor personnel management has meant that others are
not being fully utilized. As ambitious and difficult as the
project is, it is further complicated by inefficient planning and
an absence of effective leadership at both the departmental
(DRNR) and project levels., The ARD team believes that the
magnitudes of outputs suggested in the PP are too ambitious. The
current RTWMP project manager does not agree and, as such, has
not attempted to revise the magnitudes of output. The
comblnatlon of the overambitious PP objectives and the prOJect
manager's "hard-line" attitude of emphasizing, rather than
modifying, the PP outputs has had an extremely negative effect on
the overall progress of this young project. In addition, based
on what is outlined in the PP, the head of the DRNR has been
seriously remiss in not addressing the project's management
problems in a timely manner. This lack of effort raises the
question of whether it is necessary for CATIE's director to have
more direct involvement in making the necessary changes. At
present, the management atmosphere within RTWMP is decidedly
negative,

Recommendation %#9: Personnel changes in terms of decision making
must be made immediately to rectify the situation. CATIE~-both

the director and the head of DRNR, specifically--should take the
lead in making these changes in consultation with ROCAP. The
following options should be considered:

@ During a three-month trial period, a concerted
effort should be made by the project manager to
delegate authority, establish a decision-making
procedure that more appropriately addresses the
needs of the project and meets the approval of the
‘department chairman and subprogram head. A review
should then take place under the joint direction of
the CATIE director and DRNR head, with input from
the subprogram head and regional environmental
specialist from ROCAP, to assess whether actual
positive changes have taken place and whether a
staffing change is necessary. During this three-
month period, the project manager will meet weekly
with the DRNR head and subprogram head in order to



discuss and subsequently implement measures for
improving project management and decision making.

@ A project management consultant should be brought in
to assist the project manager in improving project
management and decision-making processes.

® An immediate change should be made in the project
manager position, and the current project manager
should assume a technical support role. :

® An immediate change should be made in the project
manager position, and the current project manager
should leave the project.

It should be noted that each of the above options has
advantages and disadvantages. The first provides the current
project manager with an opportunity for improvement. However, a
number of RTWMP, CATIE and ROCAP staff believe that this,
opportunity has already been given and no change has occurred.
If that is true, then the first option would be a waste of
resources, The second option could be used in combination witnh
all of the others. Having such an individual to assist in
revising the logical framework, individual scopes of work and
other tasks would be invaluable. The third option would allow
for continued benefits from the current project manager's
substantial technical expertise. The fourth would clearly put
the project on hold while a new project manager comes on and
would not take advantage of the current ‘manager's knowledge of
RTWMP activities, It would, however, offer the benefit of
eliminating completely the very negative project management
atmosphere observed within RTWMP by the ARD evaluation team.

Einding %#10: The PP mentions the need to develop plans for long-
term self-sustainability of RTWMP-type activities. However, this
1s not scheduled to occur until the fourth and fifth years of the
project, Within both the Watersheds subprogram and CATIE in
general, a number of people are already concerned about long-term
sustainability. Project staff, particularly the Watersheds
subprogram head, believe that planning for this should start
earlier. 1In addition, other CATIE staff are now developing an
aggressive strategy for long-term fund-raising.

Recommendation #10: 1In 1985, the heads of DRNR and the

Watersheds subprogram should begin to outline a strategy for
procurement of funds that will ensure the ongoing capability at
CATIE for providing training, practical research, advisory
services and technical assistance to its member countries. This
strategizing should be coordinated with CATIE's ongoing
institutional development efforts. As part of this strategy, the
ARD team believes it is entirely appropriate to begin requesting
that host-country agencies and other clients begin to share costs



or fully pay, wherever possible, for technical sérvices rendered
by CATIE.

Einding #1l: The PP envisioned the use of national and regional
advisory committees, and of national coordinators to assist
CATIE-based project staff in prioritizing activities. Esxcellent
country coordinators have been hired. Linkages via national and
regional advisory committees are lacking because none of the
three countries has set up such committees in a workable fashion
vyet. Country coordinators have invested substantial time and
thought into developing these committees with little direction or
assistance from CATIE-based RTWMP staff. At the time of this
evaluation, the exact role and composition of the committees has

not been defined.

Recommendation #11: Country coordinators should continue to

place an emphasis on the formation of national committees. As a
temporary measure, however, country coordinators, with assistance
from CATIE-based staff, should develop an approach to near-term
priorities that includes structured interviews of important
national agency staff. These interviews should include review,
discussion and ranking of activity priorities with each agency on
an individual basis. In addition, some other mechanism may be
needed to select the priority watershed., The CATIE-based s50il
and water conservation specialist should assist the country
coordinators in performing a country-level priority watershed
assessment,

Finding #12: At this time, no action is being taken to formalize
agreements between RTWMP and agencies (other than counterpart
agencies) because of interagency problems in two of the
countries. Such agreements should be of high priority if
technical assistance (training supporec, advisory services an:
information exchange) is to be performed in any worthwhile and
continuing way for institution-building purposes.

Recommendation #12: The decision to stop action on development

of formal agreements between agencies and RTWMP should be .
reconsidered in light of the importance these agreements have in
furthering long-term institutional development efforts in
agencies whose activities have significant impacts within
watersheds.

Finding #13: AID mission representatives from Costa Rica,
Honduras and Panama were involved in developing project
components during formulation of the PP. Although the PP
intimates that the project was designed to complement the
numerous bilateral AID projects operating or planned in the
region, there are no specific tasks outlined in the PP or RTWMP
job descriptions~-not even for the project manager or country
coordinators, In spite of this, the country coordinators in
Panama and Honduras--because of past involvement in AID-supported



projects with the current RTWMP counterpart agencies (RENARE in
Panama, and Ministry of Natural Resources in Honduras)--have
established good relationships with local AID missions. There
appear to be no such contacts established in Costa Rica, probably
due to a lower level of interest on the part of the AID mission
and RTWMP's limited initiatives in terms of working with non-
natural-resource agencies,

Recommendation #13: Problems of watershed resource management
can occur because of any and all development activity on that

watershed, not only because of the activities of a few projects
related to patural resources. First, this concept must be
understood by project staff. Then, country coordinatnrs must
communicate it to sectoral and donor agencies by means of short
courses and seminars and general close contact. For example, the
country coordinator in Costa Rica should develop close
relationships with non-natural resource projects and AID/Costa
Rica mission staff in order to communicate with such agencies.

¢ Even where a strong relationship exists between
RTWMP and the local AID mission, there is a potential for
project-to-project interference. For example, RTWMP funding is
relatively low in Panama, and there is a danger that the large
($30 million) RENARE II project may overload the capacity of
RENARE to effectively act as counterpart to RTWMP or other
similar natural resource projects. Further, significant overlap
appears in the objectives of training and institutional
development. This would seem to be an opportunity for RTWMP
activities to bring other non-water, non-natural-resource
protection agencies into watershed management programs,

Recommendatijon #14: RTWMP activities should complement, rather

than duplicate, existing AID (or other donor) national-level
programs. In particular, country coordinators should focus on
drawing agencies not traditionally involved (e.g., road-building
agencies) toward watershed management activities. More
specifically, it is recommended that RTWMP assistance to Panama
be refocused in light of the new RENARE II project. The
emphasis on technical advisory services for watershed management
planning and on creacion of bankable plans should be reduced.
Instead, emphasis should be placed on providing advisory services
and training to the secondary (i.e., non-water related) agencies
of Panama., RENARE should remain the principal counterpart agency
if assurances are given that support will continue for RTWMP's
efforts to more fully involve secondary agencies in watershed
management,

Finding #15: Staff from RTWMP as well as other CATIE departments
have made individual gestures toward cooperation on training and
research. Cooperation, or even discussion of cooperation,
regarding the technical advisory services component of RTWMP has
not taken place. Watershed management is a natural common focus



for all CATIE departments, but RTWMP has yet to develop a general
strategy for involving the other departments, The initiatives
that have taken place have been on an ad hoc basis, which is not
necessarily bad. 1In any educational or research institution,
informal linkages often have the most success. However, it would
be beneficial to both RTWMP and other departments, and CATIE's
reputation, if these linkages were the result of planned and
formal interactions indicating a long-term CATIE commitment.

Recommendation 215: The ARD team believes RTWMP should develop a

near~term plan for joint activities with other CATIE .departments.
Such a plan should specify activities, dates and which
individuals from RTWMP and the other departments are to be
involved. Cooperation on training, advisory services and related
research activities should be included. To this end, RTWMP, in
cooperation with the office of CATIE's director, should sponsor a
day-long workshop on interdepartmental watershed management ‘
initiatives. Over the long-term life of RTWMP this intra-CATIE
initiative should be the responsibility of the RTWMP project
manager and should be incorporated in the preparation of each
annual plan and report.

Finding #16: The training strategy report of May 1983, prepared
for RTWMP, recommended support for the establishment of an
equipped outdoor laboratory that would serve to demonstrate the
use of equipment; measurement, collection and evaluation of land
response to different practices; and as an area for other. studies
by students and staff. While the RTWMP scarcely mentions Rio
Tuis, it apparently followed up on this suggestion, for it does
provide funds for equipment. On the other hand, a DRNR external
evaluation team submitted a report in June 1984, recommending
that there should pnot be a further commitment of financial or
human resources to the Rio Tuis watershed.

Recommendation #16: The Rio Tuis is an excellent site for

teaching, demonstration and extension for the following reasons:
its close proximity to CATIE, the lease control over La Selva,
the variety of biophysical and land tenure characteristics which
are representative of Central America and Panama, past baseline
data availability and strong staff interest. The evaluation team
supports the expansion of activities on the Rio Tuis watershed
under the RTWMP with the emphasis on training and modest student
research,

Finding #17: There is a proposal for a multidisciplinary
research activity in the Rio Tuis which appears in the final
report of the Environmental Management Systems project. Its
purpose would be to demonstrate integrated land-use planning by a
team which would include CATIE professionals from the areas of.
forestry, animal production, crop production, soils, engineering,
economics and sociology. They would plan for production as well
as reducing adverse soil and water impacts of various land uses.
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CATIE has 40 years of experience to draw on in some of the
sectors that can contribute, Staff in other programs in DRNR and
other departments at CATIE have indicated interest in activity in
the Rio Tuis if there were the magnet of climatological and/or
hydrological instrumentation. It is noted that the RTWMP
specialist in natural resource economics (yet to be hired) has a
component in the job description for Rio Tuis.

Recommendatjon #17: This proposal would provide a much needed

demonstration and training ground for activities that combine
production with protection or rehabilitation and biophysical with
economic, social and institutional expertise, The Rio Tuis would
be a very strong candidate for a site with regional significance.
The groundwork for such a study might be laid under the RTWMP
through the development of a formal funding proposal (it is
within the stated job descriptions of several staff). However,
other funding should be sought by the Watersheds subprogram for
the actual field activities., Individuals in CATIE who have
expertise in various areas, particularly the social and
institutional aspects of rural land use, should be involved in
activities on the watershed,

Finding %#18: The past and current activities on Rio Tuis are
mostly ad hoc and unrelated, and even future proposals have not
evolved out of any overview plan for either the whole watershed
or even for La Selva. There is an operative plan prepared in
advance for the following year for the DDA project, and each
individual staff member identifies in his yearly plan those
activities that will occur on Rio Tuis. More than this is
required if the area is to play an optimum role in training and
demonstration.

gcomme £i £18: An overall framework for activities on the
Rio Tuis watershed must be developed as soon as possible by the
Watersheds subprogram. A sub-plan for La Selva is of particular
urgency if it is to fulfill its special role in the qgraduate
program. The evaluation team suggests that advisors be sought
from other program areas in DRNR and from other departments, in
particular social science advisors. Some technical and valuable
input might be obtained from ROCAP's environmental management
specialist, and the plan should be sent to country coordinators
for input. Also, the following steps are imperative:

¢ procurement procedures must be improved to avoid the
delays that have characterized the operational
instrumentation of the watershed--besides the
equipment already ordered, additional equipment and
on-the-ground installation of modest experimental
plots are urgently needed if La Selva and Rio Tuis
are to be used with the postgraduate students
(especially the current group) and in workshops and
short courses; and
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e the responsibilities of the hydrologist and land-use
specialist with regard to planning and direction of
activities on Rio Tuis must be clarified, especially
in view of the fact that the subprogram in
watersheds will continue after the conclusion of
RTWMP=~alternatively, in view of his interest and
involvement, the bioclimatologist might take on
principal responsibil .ty for this task, further
integrating DRNR staff and RTWMP activities.

Finding #19: There exists some sentiment for engaging in "heavy-
duty" research involving stream flow and sediment measurement and
small watershed calibration followed by land-use treatments. The
PP refers to weirs, and there are statements in several documents
about the need for small watershed research, even of the "paired
catchment" type, for tropical areas and especially Central
America and Panama. While long~term small catchment research is
much needed and is seductive when there are funds for equipment,
the ARD team feels that such research is beyond the scope of this
project. The instrumentation needed to permit students to engage
in short-term investigations such as surface erosion studies, or
to measure and demonstrate a stream's response to rainfall
events, is very important, and project efforts should continue to
focus on this goal and that of usefulness in other training
activities, Separate funding and a formal link with an
experienced catchment research institution should be considered
for the future. The project work plan has staff fully committed
in other activities for the life of the project.

Recommendation #19: Under this project, no funds or human

resources should be used gsolely for long-term instrumented
catchment research. Emphasis should be on training and
demonstration, Separate funding and a formal link with an
experienced catchment research institution should be pursued by
the Watersheds subprogram. Instrumentation of Rio Tuis and La
Selva with a meteorological network and a stream gauge should be
given high priority if the area is to fill its role as an area
for CATIE students and staff to use for demonstration, teaching
and extension. Instrumented plots for modest soil erosion/land
treatment studies by students and staff should be installed at
the La Selva farm as soon as possible.

Finding %20: The course topics and content of the master's
program are sound and require only fine tuning. The need for so
many remedial courses is realistic, but it reduces the
opportunity to take electives, The current students have had
essentially no electives in their first three semesters. The
course in physical characteristics of soil and its management is
a required core course and is taught in the Department of Plant
Production. This represents the kind of cross-department
activity the ARD team supports.
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Recommendation #20: Although a curriculum committee was formed

in DRNR to shape the graduate program in conjunction with the
"training strategy" and Colorado State University consultants, a
continuing curriculum assessment committee has not been formed.
The ARD team recommends that such a committee be established and
that it be charged with the fine tuning that is required as
experience is gained. :

Finding #21: The emphasis on the thesis presents a problem in
this program, whose rationale is to produce professionals to work
in watersheds on immediate short- and medium-term problems.
Counseling and supervision by staff will represent a major burden
under the current circumstances, in view of all of the staff's
other commitments for training and technical assistance. To have
30 students complete master's progqrams with theses by October
1988 is a formidable venture. Several prestigious universities
in the United States (e.g., Cornell and Colorado State
universities) have developed special non-thesis degree programs
with names such as "master's of professional studies." The
objective of these programs--professional upgrading for those who
have been working for a number of years, or a redirection of
interest--coincide very well with the objectives of RTWMP support
for a master's degree in watershed management.

Recommendation #2): The ARD team strongly endorses the PP's
emphasis on applied training, rather than on a more academic

education, as best meeting the short- and medium-term needs in
Central America and Panama as well as other countries in Latin
America. Therefore, the team questions.the emphasis on the
thesis, The ARD team recommends that the option of a non-thesis,
master of professional studies program be studied as better
meeting regional needs at this time, with students allowed either
course of study depending on their career objectives., According
to the Office of Postgraduate Studies and Training, this is not
an inconceivable development.

Finding #22: The 30 graduate completions called for in *the PP is
a major problem. The ARD team believes that the targeted output
number will severely reduce the quality of the graduate program,
Savings to the project by reduced numbers could be used to
further enhance the quality of program outputs in training. For
example, the quality of library holdings in watershed management
could be improved, important watershed reference materials could
be translated, and remedial coursework for students before they
come to CATIE could be funded.

Recommendation #22: The ARD team feels that one of the

indicators of project output, namely 30 graduates from CATIE

within the project period, is not only unrealistic, but does not
well serve the project output of quality training for developing
a cadre of professional leaders., The team suggests a reduction
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in verifiable indicators to 20 or 21 master's completions at
CATIE. '

Finding 223: The need for remedial courses is real, but
represents a major drag on the program. It leaves students with

virtually no electives,

Recommendation #23: The ARD team suggests an investigation into

the possibility of the project funding tutoring or one or two
remedial courses for students accepted into the graduate program,
before their arrival on campus, so that they can make use of
electives at CATIE to increase the quality of their curriculum,

224: The major time commitment of the instructional
staff specified in the job descriptions and the specificity of
other RTWMP tasks place an overwhelming load on the staff.

Recommendation #24: The teaching staff overload in terms of the

range of duties and the specific target numbers of various
activities should be reduced. Innovative ways should be probed
of using visiting scholars and short-term consultants and of more
effectively using assistants on the staff to meet some of the
targets in the PP,

Finding #25: ©Nothing has yet been initiated in either the non-
degree or non-CATIE graduate program activities, although the
implementation plan calls for initiation in January 1985.. These
are valuable and valid components for RTWMP support. The foreign
study program should not be a major burden on the professional
project staff, but the visiting scholar program may prove to be.

Recommendation $25: RTWMP staff should make realistic plans for
implementing both of these activities. These programs are very
much behind schedule and need to be put in motion if they are to
meet the targeted outputs,

Finding 226: It is difficult to reconcile the topics, scheduling
and country exclusivity of these four events with the 24 or 25
specific topics, and the lack of mixing of country participants
in three out of the four. They appear to have been developed on
an ad hoc basis, without much reference to the PP and without any
concrete priority plan developed by staff and country
coordinators. The lack of country committees has not permitted
this kind of advisory input into the short-course component. On
the other hand, the ARD team's examination of course content, the
involvement of several staff, and the very positive course
evaluations by the participants all lead the team to have a
feeling that these are on the right track. A significant and
continuing problem is the fact that the two data base staff and
the natural resource economist positions have not been filled,
since they are responsible for over half of the courses suggested
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in the PP. The PP appears too inflexible.by spelling out so much
detail.

Recommepdation #26: If the short-course program is to resemble

the PP in topics, scheduling and number of repeat offerings, the
data base and resource economist staff need to be aboard and
functioning as soon as possible. On the other hand, greater
course flexibility should be allowed. Now that some of the staff
and country coordinators are in place, representing a
considerable pool of varied experience and linkages, the ARD team
recommends that they be involved in planning a new set of
priority topics and scheduling. It is suggested that the
coordinator of the short-course program be the ROCAP-funded land-
use specialist, as called for, rather than the project manager,
as seems to be the case. The short-course coordinator should be
mindful of the suggestion that only half of the participants be
from the host country and the balance from other countries, since
these are to be regionally interactive events.

Finding #27: No clear process for RTWMP's prioritization of
short courses, workshops, seminars and study tours exists.

Recommendation #27: RTWMP staff, including country coordinators,

should evaluate short-term training opportunities or requests on
a monthly or quarterly basis. The review could include the

ranking of each opportunity according to a set of criteria agreed
upon by all RTWMP staff. Examples of such criteria are that the

training activity:

e link up with an important AID (or other donor)
project;

® create contact with a new and/or important agency;

e be a high priority of a country contact or advisory
committee; '

¢ address an appropriate audience (e.q., high=~level
technician, trainers, field technicians); and

® operate with the option of a "buy-in" or cost-

sharing.
Einding #28: To date, RTWMP has accumulated little experience inL////

the provision of advisory services. In the future, it is
possible that technical assistance will be given in subject areas
which are not priorities of overall project objectives., "Free"
technical assistance is tempting to institutions on tight
budgets. An analysis of the PP, as well as past and current
activities, suggests that:
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the advisory services component may not focus
sufficiently on the project purpose of institutional
development--currently, advisory services can only
be offered in the areas of watershed management that
do not lead to institutional development;

because of the PP definition of primary and
secondary agencies, other agencies with significant
impacts on watershed structure and function may not
be reached by the advisory services component, even
though they would be amenable to institutional
development efforts in terms of watershed management
concepts and technology; and '

the advisory services component may be too complex
and grandiose, given existing RTWMP personnel
resources,

Recommendation #28: The advisory services component of RTWMP

should concentrate on improving institutional capacity in Central

America and Panama. It is recommended that RTWMP:

seek to maintain contact with those regional,
national and local institutions that work at
practical levels and undertake activities that

influence watershed behavior;

reevaluate the concept of primary and secondary
institutions to ensure the inclusion of institutions
such as public works departments, the military,
agrarian reform agencies, agriculture and livestock
production associations, municipalities and
technical agriculture schools;

reevaluate project outputs in the logical framework,
omitting entirely the consideration of international
watersheds and choosing only those watersheds that
are relatively simple in terms of variety of
resource uses;

consider the use of more short-term consultants to
achieve technical advisory service objectives,
including professionals from other CATIE departments
and offices, as well as individuals outside of CATIE
(e.g., universities, independent consultants,
consulting firms, etc.);

assemble a short-term committee, made up of project
staff (including country coordinators) and chaired
by the project mariager, to establish selection
criteria for the advisory services that RTWMP will
undertake--criteria to be considered include
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geographical context for transferability (regional,
national, local), training and institutional
development context, services to agencies or
institutions that "create" rather then manage
watershed "problems," visibility of the project and
relative potential for success; and

® ensure that whenever a technical advisory activity
takes place, a final consultancy report is produced
with an RTWMP logo and circulated to appropriate
individuals and national or international agencies=-~
a copy of each report should reside at the RTWMP
publications office.

£29: The PP envisioned that this component would allow
CATIE to become a regional center of information and data on
watershed management. The major question here is whether the
development of such a center at the subprogram level would be an
unnecessary duplication of effort at CATIE. To date, little
coordination of this effort with other departments has taken
place. The delay in hiring the data base management specialist
has been given as the main reason for this lack of coordination.
INFORAT (Information and Documentation Center for Tropical
America) has already established a computerized bibliographic
reference service, and RTWMP has contributed resources to the
service and plans to use it, At the time of this evaluation, no
report was available that clearly explained the justification for
the purchase of a geographic information system (GIS) or its link
to project purpose or national-level project priorities.

Recommendation %#29: With the exception of funds from the data
base budget that have been allocated for simulation programs, map

and photo collection, training of country personnel in data base
acquisition and management, and the project information office,
the data base resources assigned to this project should be placed
in the fund for develorment of a centralized capability in data
base management at CATIE, with the condition that these resources
be used in providing for the data needs of the project as
outlined in the PP, Particular emphasis should be placed on
expanding technical library holdings in watershed resources
management. The project, and the Watersheds subprogram, should
also consider funding the translation of important references
into Spanish for use in teaching and training activities. Based
on GIS experience in other countries, the project should
carefully weigh the advantages and disadvantages of purchasing
such a system,

Einding #30: Although there is no reference in the logical
framework or project information plan to working relationships
with international organizations for publication and information
dissemination purposes, several related activities are to begin
in early to mid-1986, while others were to begin in early to mid-

17



1985 (annotated bibliographies and reference lists, project
technical reports, articles for general conservation magazines,
newsletters, bulletins, etc.,). A letter of intent has been
signed with the natural resources department of the Economic
Commission for Latin America (ECLA) proposing publication of
project material in an upcoming book. Lack of further progress
can be traced to the fact that the PP does not provide specific
information regarding how and under what financial arrangements
these activities are to take place. There is no publication
strategy to treat such problems as:

@ a lack of funding for publishing the full ranée of
project-generated material, ‘

¢ wide qualitative differences in the content and
presentation of project documents to date,

® overlap and unclear definition of individual staff
responsibilities with regard to publication,

® a potentially large amount of valuable information
languishing in the files of individual staff
members, and

® an absence of coordination with other CATIE offices
in terms of publishing activities.

Recommendation #3Q: A committee responsible to the project

manager and chaired by another project staff member (possibly the
Project administrative assistant) should be established
immediately. The committee should develop a publication strategy
to: a) insure the high quality of all documents generated by the
project; b) establish coopberative funding mechanisms; c) define
responsibilities of proje¢ >t sta€ff and the CATIE publication unit
regarding project publications; d) explore ways to cooperate and
consolidate these activities with other departments and programs
within CATIE; e) assist authors in the review process; and

£) help decide on suitable journals, etc., in which the material
may be published.

Finding #31: The project information office proposed in the PP
has not been organized. The project has prepared a general
brochure which is valuable for all project staff, especially
national coordinators. However, there has been no systematic
effort to publish or distribute other project documents. No
consistent report/document format or numbering system has been
developed (although some staff have developed their own), and
little organized circulation of materials takes place. The
quarterly project report is not suitable for wider non-staff
circulation, and no annual project evaluation report has been
prepared. AID missions and host-country officials are aware of
the general project brochure, but little else. The national
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coordinators are not responsible for this; information
dissemination activities have suffered from lack of attention and
‘designated staff at CATIE, The evaluation team was not able to
gauge AID/Washington's awareness of project activities and
reports, .

Recommendation #31: The project should develop a consistent

format and numbering system for its reports and other documents.
There should be a designated place in the office for displaying
these documents, and national coordinators should have similar
displays. A prose-style summary of the quarterly report should
be developed for wider circulation to national agencies, AID
missions and offices, and international organizations, RTWMP
should designate or hire someone immediately to develop the
information materials, system and center. This individual might
visit the AID-funded WASH (Water and Sanitation for Health)
project office and AID's Development Information Unit in
Washington, D.C., to gain a better understanding of how such a

facility might work.
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IT. INTRODUCTION

RTWMP is a five~year project being implemented by CATIE and
funded primarily by AID/ROCAP. The goal of the project is to
protect the environment and conserve natural resources, with
special emphasis on maximizing the contribution of water to the
social and economic development of the participating countries.
The purpose of the project is to improve the institutional
capacity in Central America and Panama for managing the region's
watershed resources,

The project agreement for RTWMP was signed on October 15,
1983, with project activities beginning in January 1984. Thus
RTWMP has been in operation for only about 22 months. In fact,
most of the staff working on the project were hired in the past
12 months,

The project consists of three components, each of which
includes a number of proposed activities:

o Component One--Trajining:

--M.S. degree and visiting scholar programs
--foreign study program

-~-short courses

--workshops and seminars

-~study tours

e Component Two--Advisory Services:

--short and long-term technical assistance

e Component Three--Support Services at CATIE:

--regional data base
~-=-instructional design and materials office
~=-project information office

As of September 1985, RTWMP is being implemented by eight
staff members based at CATIE in Turrialba, Costa R*ra, and three
country coordinators based in Costa Rica, Honduras and Panama.
The project paper (PP) envisioned that over the life of the
project, country coordinators would also be hired in El Salvador
and Guatemala, and that six additional staff would be hired to
work out of the project offices at CATIE in Turrialba. Others
participating in proiect activities include national agencies and
training institutions in each of the three countries,
vepresentatives of bilateral AID missions in those countries, and
the AID/ROCAP regional environmental specialist based in San
Jose, Costa Rica.
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Evaluation Methodology
This mid-project evaluation was requested for the purpose of

providing guidance to CATIE and ROCAP on ways in which RTWMP
technical and administrative management might be improved for the
remainder of the five-year project period (approximately three
years). The evaluation focuses on an assessment of project
progress to date and development of a series of options for
improving the project. Wherever possible, the evaluation team
has attempted to clearly identify what it believes to be the best
option to be pursued by CATIE and/or ROCAP,.

The ARD team focused on evaluating the progress and success
of the project jn terms of the project purpose givep in the
logical framework of the PP. This included a review of the
timeliness, quality and appropriateness of the inputs and outputs
(and their indicators) as proposed in the PP. Based on
interviews, discussions among evaluation team members and
analysis of project documents, the team has suggested changes in
the magnitude of outputs for each project component and relevant
activities. Due to time limitations, ARD was not able to rewrite
scopes of work, completely revise the logical framework, or
perform a financial/administrative audit. 1In fact, none of these
were requested in the evaluation team's scope of work as
developed and approved by CATIE and ROCAP. In the main body of
this report, it is suggested that an immediate and complete
revision of the PP's logical framework be undertaken at upcoming
project planning meetings with assistance from ROCAP,

The ARD team discussed with AID/ROCAP whether this
evaluation should focus on revising project outputs and
indicators for the project's five-vear life, or whether the team
should consider recommending a project extension. Based on
discussions with ROCAP, it was decided that the team should not
consider an extension of the project at this time. Rather, it
was expected that the ARD team would recommend necessary changes
in outputs (and magnitude of outputs) for a five-year project to
make them more realistic.

The ARD team was often asked during its evaluation to assess
the quality of personnel, including a review and revision of each

staff member's scope of work. Strictly speaking, however, this
was to be a project evaluation. Therefore, the team reviewed all
project activities, as the scope of work, agreed upon by CATIE
and ROCAP, directed. For a short-term (three weeks in the field)
external evaluation, ARD does not believe in taking over
management functions (i.e., personnel evaluations) which reside
within CATIE, ROCAP or RTWMP. 1In this case, the ARD team
believes the correct approach was to provide relevant parties
with the advantages and disadvantages of certain options that
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will sﬁbsequently allow them to make better-informed management
-decisions. '

The evaluation itself was structured in the following way:

the ARD team ieader assigned to each team member
certain evaluation tasks (from the scope of work)
and project components; '

overall and ‘component- or activity-specific
assumptions were noted, and specific issues and
questions were identified through review of project
documents and preliminary discussions with ROCAP and
CATIE;

structured interviews were held with relevant
individuals in Costa Rica, Honduras and Panama;

findings and recommendations were developed through
analysis of the interviews and project documents and
through group consultation;

on an individual basis, team members wrote up both
background information and draft findings and
recommendations to present for review to ROCAP and
CATIE in Costa Rica and Guatemala;

ARD's team leader edited draft materials written by
each team member, put them into-.a full draft report,
and sent them to team members for final comments and
revisions; and

with comments f£rom ROCAP and CATIE based on the
draft findings and recommendations, and comments
from ARD team members, ARD home office staff and
outside consultants based on the complete draft
report, the ARD team leader produced the final
report.

The comments received from ROCAP and CATIE were used to
correct factual errors and identify information gaps and/or
inconsistencies. Although there was pressure to change certain
recommendations, this was not done. Rather, findings and
recommendations were made more specific in order to clarify
misconceptions and be more helpful,

The end product represents the opinions of the ARD
evaluation team, not CATIE or ROCAP staff.
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III. EVALUATION

In the following sections, issues relevant to RTWMP's
progress are discussed. A review of the scope of work for this
evaluation (Appendix A) shows that most of the specifig¢ tasks for
the evaluation team fall under sections III.B (Project Management
and Decision Making), III.C (Project Linkages) and III.D
(Training Programs). However, in order to address the general
evaluation tasks, the ARD team has added several sections: III.A
(Relationship of Activities to Project Purpose), III.E (Technical
Assistance) and III.F (Data Base and Information Systems).

The ARD team has one overall finding and one overall
recommendation, These will be substantiated in the report
sections that follow,

Overall Fipnding: RTWMP's staff are well-qualified technically,
the project approach utilizing national coordinators is sound,
and the project has a wide variety of resources and activities,
In short, RTWMP has great potential for achieving project
purpose, i.e., improving the institutional capacity in Central
America and Panama for managing the region's watershed resources.
However, this potential is being wasted due to poor project
management, including administrative and technical decision
making, within RTWMP and the DRNR,

Qverall Recommendation: The following steps must be taken if

RTWMP is to achieve its purpose:

® the technical competence of the RTWMP staff must be
complemented by management capabilities, especially
in the position of project manager, which are
currently lacking;

® a complete RTWMP staff must be hired as soon as
possible;

® all RTWMP staff must realize that elements of the PP
can and should be changed--staff should not use the
PP as a guide that must be followed literally, word
by word;

o with substantial input from country coordinators, an
internal process for prioritizing all RTWMP
activities must be determined and clarified; and

® a number of project outputs must be scaled down or
changed, according RTWMP staff greater flexibility,
and a complete revision of the RTWMP logical
framework must be undertaken, with assistance from

ROCAP.
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A brief discussion of the relationship between project
activities and project purpose is important for two reasons:

o there are a number of inconsistencies and a lack of
information within the PP which make focusing the
activities of project implementation very difficult;

and .

e significantly, the project purpose, which should
guide all project implementation, is the only part
of the PP that cannot be changed.

This project purpose, as given in both the data sheet of the
acting assistant administrator's project authorization memorandum
and in the logical framework of the PP, is:

"To improve the institutional capacity in Central
America and Panama for managing the region’s
watershed resources.”

Throughout the period that the ARD team spent in-country, a
recurring theme from nearly all project staff interviewed was
that the one issue blocking efficient project implementation was
the lack of a common definition of "watershed management.”

In this context, the question, "What is watershed
management?" is irrelevant. It is unfortunate that so much time
and energy have been spent and so much exasperation and ill will
created in discussing something having so little to do with the

project purpose, i.e., to improve institutiopnal capacities to
manage watershed rasources.

Three other questions, however, are important. These are:
® What are "watershed resources"?

@ Why choose a "watershed" over any other land unit as
a point of interest?

¢ Which are the institutions that are to be improved?

The - answer to the first question is that watershed resources
are any features of a watershed's structure and function that are
thought to be important and of value. They include much more
than "water and soil" and refer to processes as well as matter.
They include space and nutrients for agriculture and grazing, as
much as they include the control of erosion and the provision of
water for hydroelectric generation or for recreation. It is
important to note, however, that also included in watershed
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resources are roads, settlements, waste treatment facilities and
other resources which are often called "infrastructure." :
Obviously then, the term "watershed resources" can be applied t
a wide range of elements within the watershed.

A watershed is distinct from other land ecosystems in that
water and gravity dominate in tying it together as an integrated
system. Water is the unifying element, and it is the value of
water which has created the need for special management of
watershed resources. Using a watershed for planning or
management also assists greatly in internalizing "externalities"
associated with activities in watershed resource use. By
extending the boundary of analysis beyond the individual farm,
forest unit, stream, reservoir or other units of traditional
concern, upstream, where many impacts are generated, is linked
with downstream, where they are made manifest. Although both the
management techniques and the appropriate technology are
available to provide for integrated watershed management, the
management of the watershed resources is seldom possible by any
one sector--even the one called "watershed management." There
are just too many resources available and too many concerns
extant in a watershed. The institutional arrangements necessary
for that kind of undertaking are often impossible to make.
However, if the sectoral interests responsible for using the
watershed resources, as defined above, understand the role that
water and gravity play in tying watershed structure and function
together, managing watershed resources with minimum conflict
among alternatives will be a great deal easier. Hence, the ARD
team believes that the role of RTWMP is to work with national
agencies and bilaterally funded projects in attempting to show
how these different sectors can plan and implement projects in a
way that enhances sound socioeconomic development.

Most watershed resources are typically assigned to an
institution. Certainly, there is something to be said for
efforts to develop institutions that are specifically responsible
for management of water, soil or forest resources. But the
effort will be shortsighted if it does not reach other
institutions that in some way appropriate watershed resources
(services), be they from watersheds that are forest, shrub,
grass, agricultural or urban. Thus, it is incumbent that the
activities of this project--whether in training, advisory or
support services--include such institutions.
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Einding 21: The activities proposed in this project do address
project purpose and are appropriate in relation to the pp.
However, the PP did not provide enough quidance to RTWMP staff on
how project activities should be focused. Valuable RTWMP staff
time has been spent on attempting to find a definition for
"watershed management" rather than clarifying which institutions
should be assisted in managing watershed resources--the purpose
of this project according to the PP, ’

Recommendation #l: All project-related staff should work toward
ensuring that RTWMP activities address all types of agencies

involved in managing watershed resources, not just water- or
natural resource-related agencies. '
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B. Proi Y i Decisi Maki
The issues discussed here correspond to Tasks 5. 6. 8* and 9

from the scope of work:

"Evaluate methodologies and protedures used by the
project manager, the professional staff at CATIE,
and the country coordinators to make and carry out
technical and administrative decisions. Assess how
project decisions are made and implemented at
different levels in CATIE and between CATIE and
ROCAP, and suggest ways of improving it to insure
that individual decisions are consistent with the
overall objectives of the project.”

"Assess (a) the organization and effectiveness of the
RTWMP within the current structure of CATIE, and
specifically its location within the Wildlands and
Watershed Program (WWP) of the Department of
Renewable Natural Resources (DRNR); is this
organizational scheme effective and if not, how
should it be changed?; (b) the implementation of
individual work plans and operation planning, ané
suggest ways to increase their effectiveness;

(c) the mechanisms currently employed to prioritize
project actions to avoid overextension of project
resources.”

"Review reports and project documents to determine
(a) whether they are prepared in a fashion that
makes clear what CATIE and national agencies are
doing, and whether they are used internally in an
appropriate and efficient manner; ...(c) the status
of annual evaluation reports to be prepared by CATIE
in accordance with the project paper; (d) how
information management can be improved."

"Examine presently planned levels of financial
contributions by CATIE, national agencies, and ROCAP
and assess whether they are sufficient to achieve
the project purpose., If the availability of human
and/or financial resources is a constraint, make
recommendations on what can and should be done to
relieve the situation. Assess present CATIE
relationships with other donors and possible future
ones as a mechanism to promote RTWMP self-
sustainability in the future."

*Task 8b is discussed in Section III.F.
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The following sections discuss these issues as they relate -
to the questions below:

e Does the project currently have the necessary
resources (inputs) to fulfill its objectives

(outputs)? -- Task 9

e Does RTWMP's existence as part of a subprogram
within CATIE limit the project's effectiveness and
efficiency? -- Task 6a

@ Are project documents and reports prepared and used
within RTWMP in a way that is effective for
management purposes? =-- Tasks 6b and 8

© How are decisions made and priorities determined by
the RTWMP project manager and staff at CATIE, and by
RTWMP country coordinators, with input from other
CATIE offices, ROCAP and bilateral AID missions? =--.
Tasks 5, 6b, 6c and 8

® Are measures being taken to ensure that, after the
project is completed and AID support ends, CATIE
will be able to continue providing the watershed
management-related services expected of RTWMP?
-= Task 9

1. Ample Resources

' ] FOlFIL l
{outputs)?

In order to accomplish the project purpose, a range of
project inputs are proposed in the PP, These include human
resources (e.g., technical and administrative staff), material
resources (e.d., vehicles, audiovisual materials and data
processing equipment) and financial resources,

Human Resources

Human resource questions deserving attention include:

¢ status and issues relating to existing RTWMP long-
term staff (e.g., staffing and technical gaps,
quality of technical personnel, use of short-term
consultants);

® CATIE's counterpart hiring practices and
limitations; and
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e personnel limitations of national agencies.

The following table illustrates a comparison of the long-
term staff composition envisioned in the PP and the current

confiquration.

Staffing Proposed
in Proi I

1, Project manager

2. Land use specialist

3. Land use technical
assistant

4., Soil/water conservatlon
specialist

5. Hydrologist

6. Hydro/soil technical
assistant

7. Natural resource economist

8. Natural resource economist

9, Data base/information
specialist

10, Data base/information
technician

11. Instructional design
specialist

12. Instructional design
technician

13, Costa Rica country coordinator

14. El1 Ssalvador country
coordinator

15, Honduras country coordinator
1l6. Guatemala country coordinator

17. Panama country coordinator
18. Administrative assistant

Actual Staffing,
September 198%5

expatriate, in place

CATIE,* 2 expatriates in place
CATIE, in place

expatriate, in place
CATIE,* in place

CATIE,* not in place
expatriate, not in place
CATIE, not in place

expatriate, not in place
CATIE, not in place
expatriate, in place

CATIE, in place
CATIE, in place

CATIE, not in place
CATIE, in place
CATIE, not in place
CATIE, in »>lace
CATIE, in place

*These positions are paid for out of CATIE's basic operating
budget (all of the other positions are paid for with RTWMP funds,
except for one of the expatriate land-use specialists, who is
funded partially by CATIE, but mostly by the government of the

Netherlands) .

As envisioned in the PP,
building effort.

this project is an institution-
At CATIE, it is expected that over the life of

the project the junior-level staff (positions 3, 6, 8, 10 and 12

above) will become permanent CATIE staff.

With this in mind, the

fact that many of the important project staff are not yet hired

is crucial,

Almost two years of the project have passed already.

Another way of assessing the adequacy of current staff is to
identify gaps in technical or administrative staffing which have



limited the ability of the project to provide services envisioned
in the project paper. Generally speaking, the ARD evaluation
team believes that i e st i 1si i re
complete at this time, it would be appropriate and sufficient to
run this project.. In addition, the team feels that the quality
of technical people hired by RTWMP to date has been very good.
The weakest skill area of the RTWMP staff'is that of project
management, which will be discussed in detail in Section III.B.4.

The fact that RTWMP does not yet have a full staff has
created a number of problems. This is particularly important in
relation to two project components. First, few staff members
have been able to deliver technical assistance or advisory
services due to the pressures of developing the master's and
short-term training programs. Emphasis should, therefore, be
placed on hiring expatriate or local staff (e.g., natural
resource economist or data base specialist) who have the
capabilities, reputations and experience necessary to provide
advisory or technical assistance services. Seccad, the
information/data base component of RTWMP (discussed in detail in
Section IIL.F) has no full-time staff devoted to it. Visits to
RTWMP country programs indicated that information flow has been
poor and that, in general, the data base-related activities in
the project have suffered from a lack of staff to implement them.
While weaknesses in project management (discussed later in this
report) are part of the reason for these problems, the data base
and information services would receive greater attention if the
data base specialist and technical assistant were on the project
Staff. ‘

Another possible way of addressing the staffing shortage in
both of the above components would be a pool of short-term
consultants. Unfortunately, RTWMP has not utilized its available
resources (e.g., CATIE personnel, consultants known through other
program activities, AID contacts, etc.) to develop such a pool,

As central as institution-building is to this project, why
haven't all the long-term staff been hired? The evaluation
team's review indicates three major issues:

® slow project start-up,
e the recruitment/job advertising process, and

e the hiring and selection process within CATIE and
RTWMP,

In terms of glow project start-up, it is important to note
RTWMP was preceded by a two-year contract with CATIE (the
Environmental Management Systems project). The contract
supported a watershed scientist at CATIE to assist CATIE in
developing a capability to provide watershed management advisory
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and training services, 1In fact, a major emphasis of that
contract was to assist in developing a longer-term, much larger
effort, which is now RTWMP. Given the earlier contract, it is
hard to understand many of the RTWMP start-up difficulties,
including delays in hiring staff, equipment procurement and the
absence of better-developed priorities for country programs.

With regard to recrujtment and/or job advertising, the PP
envisioned recruitment of the expatriate project staff through
CATIE's traditional channels, including newspaper advertisements
in all countries affiliated with the Instituto Interamericano de
Ciencias Agricolas (IICA) and at IICA-affiliated institutions.
Obviously, the CATIE process also includes word-of-mouth
advertising. CATIE was also expected to use technical
publications, contacts in other international institutions and
AID missions. The recruitment was to place an emphasis on
experience in Central America and, secondarily, in South America.
However, for some technical areas, e.g., data base management or
instructional materials design, it was expected that most
qualified candidates would come from the United States.

In practice, CATIE has recruited through IICA contacts, word
of mouth, some assistance from U.S. universities (especially
Colorado State University) and AID contacts. At least two
technical publications (the "Bulletin of the International
Society of Tropical Foresters" and the "Journal of Forestry")
have been used to advertise, and through AID/ROCAP, RTWMP has had
access to two large personnel rosters in Washington, D.C.--the
AID/U.S. Forest Service's Forestry Support Program and the
International Institute for Environment and Development.

Although it can always be improved, the recruitment process is
not a major deficiency in the project and is viewed quite
favorably by the evaluation team. If recruitment has not been
effective, the main reason may be that it has not always been the
highest priority of RTWMP staff. Given the staff shortages
within the project, the question of priority should be addressed.

The selection and hiring process within CATIE and RTWMP is
only mentioned in one short, yery ceneral reference (page 48 of
PP) which states that scopes of work will be sent to candidates,
and that after each application is made, the most gualified
individual will be hired. RTWMP has attempted a more systematic
approach to staff recruitment. Terms of reference are used as
the basis for developing the selection matrix and scoring system
used during the first step of candidate screening. The matrix
and scoring system are used for each position, with RTWMP, DRNR,
ROCAP's environmental management specialist and other CATIE
office staff having input on selection criteria and scoring
weights assigned to each criterion. This system is used to .
select appropriate candidates for interviews with various CATIE
staff and--usually in the case of this project--the ROCAP
environmental management specialist. Candidate evaluations are
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provided to the RTWMP project manager who then recommends that
CATIE hire the person for the project. Final approval must be
given by the DRNR head and director of CATIE,

In general, this overall process appears to be appropriate.
However, the process 1s also time-consuming. In some cases, the
actual hiring of a project staff member has been as long as a
year behind schedule. As mentioned already, many important staff
have not been hired yet. A number of reasons for the delays have
been given. First, and probably most important, the selection
criteria, scoring system and selected candidate all have to be
approved at a number of different levels within CATIE, including
the selection committee, subprogram director, program director,
DRNR head, and office of the CATIE director. This process is
slow and frustrating. It would be faster if the selection
committee were composed so that it had sufficient authority to
make all decisions regarding selection criteria, scoring and
selection, pending final approval of the CATIE director. The
selection committee now includes a technician with experience in
the area of the open position, the RITWMP project manager,
subprogram head, program head and DRNR head. Absent from the
committee is a representative from the CATIE director's office.
Thus, it does not appear that this committee has sufficient
authority to complete the selection process. Representation from
the director's office would ensure that potential problems could
be identified early on and resolved.

At times, a problem has arisen when a good candidate’ has
been identified, but the business office has refused to 51gn of £

because the salary level was too high. T ) e
- . Hence, salary demands should

be screened at the beginning of the process so that candidates
and the selection committee are aware of any problems that may
exist.

Another critical issue is that selection committees have not
always included someone from the same discipline as the position
being filled, e.g., no economist on the selection committee for
the natural resource economist. It might be difficult at times
to find a suitable individual from the same discipline for the
committee, but it is very important that, wherever possible,
CATIE and the DRNR ensure that this representation occurs. This
is standard operating procedure in most institutions and should
be at CATIE as well.

In terms of imi i
agencies, the PP envisioned a high level of input into RTWMP
activities from personnel at both CATIE and relevant national
agencies. One of the major institution-building questions for
this project will be CATIE's ability to maintain a watershed
management staff using the core CATIE budget after RTWMP is over
(discussed in greater detail in Section III.B,5). However, it
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should be stressed that this is not just a problem for the
future, Although the ARD team did not conduct a financial audit,
interviews with ROCAP and RTWMP staff indicate that at this time,
CATIE may not be able to suppert or hire the counterpart staff
envisioned in the PP, This situation should be assessed
immediately by CATIE and ROCAP to determine whether CATIE is in
fact unable to do the hiring expected in the PP (see page 6 of
Annex IID). As mentioned above, the hiring of both expatriate
and counterpart staff is extremely important to the institution=-
building nature of RTWMP, and the implications of a limit to
counterpart staff are great.

At the level of national agencies, the PP's numbers of
expected host-country contributions are very high, and the ARD
team saw no evidence of their being met. While it may be too
early in the project to assess this, the team feels it would be
remiss if it did not point out that the levels of inputs expected
from host~country agencies are extremely optimistic, if not
impossible, given the other projects the agencies are working on.
RTWMP should consider whether a drastic change in requests for
support from the host-country agencies is necessary. To date,
RTWMP requests for agency support have been minimal. Country
coordinators, uncertain as to the exact RTWMP resources they can
call upon, have been appropriately cautious in their discussions
with agencies. 1In this case, the ARD team recommends that, as
part of the RTWMP staff's review of the logical framework
(suggested by the team), the estimated inputs in the PP (page 9
of Annex IID) be reviewed and discussed so that country
coordinators are more secure in discussions with national

agencies. '

Finding #2: RTWMP faces a serious staff shortage. This has
been an important factor in the limited progress of both the
technical assistance and data base components of the project.
RTWMP's recruiting process is working, although it is not always
as high a priority as it should be, The RTWMP staff have very
good technical qualifications and experience for performing their
tasks. Delays in acquiring staff have been caused largely by
poor composition of staff selection committees, inadequate
representation within the committee from the CATIE director's
office, and the absence of early screening of salary demands.
The PP includes very high estimated inputs into the project from
personnel from both CATIE and national cooperating agencies that
have not been met to date.
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Recommendation #2: Staff recruitment should be top priority for
the RTWMP project manager, CATIE and AID. The CATIE director,
DRNR head and RTWMP project manager should consider the following
changer in the staff selection process:

® place a representative from the office of the CATIE
director on each selection committee in order to
enhance the authority of the committee;

¢ ensure that, wherever possible, each selection
committee has at least one member with training in
the discipline of the position being filled; and

® screen salary limitations/requirements of applicants
at the earliest stage possible.

The ARD team also suggests that as part of the recommended RTWMP
staff review of the project's logical framework, estimated inputs
from CATIE and host-country participating agencies listed in the
PP (pages 6 and 9 of Annex IID) should be reviewed. Such a
review could result in a greater emphasis on more substantial and
timely host-country and CATIE personnel contributions to RTWMP

activities.

Fi a] i Material

Based on interviews, the evaluation team found that the
major financial and material resource problems RTWMP faces are
procurement delays based on:

e limited knowledge or understanding of the AID
procurement system within CATIE and/or RTWMP,

e lack of administrative support to RTWMP and
bureaucratic delays by CATIE,

e limitations within CATIE on the timely availability
of local funds for supporting project costs, and

® poor project planning.

The first concern has now been addressed, as the RTWMP
project administrator received training in AID procurement
procedures at ROCAP/Guatemala. However, delays will continue
because AID procurement procedures, when followed appropriately,
are generally time-consuming. Planning, which has not been a
strength of RTWMP so far, is required if the problems caused by
procurement delavs are to be minimized.

The second problem, lack of administrative support and
bureaucratic delays within CATIE, is more difficult to address.
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In general, interviews with project staff suggest that the
process of administering RTWMP has been by trial and error.
Support from CATIE administrative offices to RTWMP administrative
staff in setting up management systems has been weak, and past
CATIE experience administering other large projects funded by AID
(and other donors) seems to have been of little value for RTWMP.

Within CATIE, administrative procedures are time-consuming.
For example, in order for project staff to leave Costa Rica on a
project activity, at least seven separate signatures are required
at different levels in CATIE. This usually requires at least 30
days. Obviously such a process requires that RTWMP staff plan
ahead; however, planning alone is not the answer. If CATIE
wishes to be in a position to provide technical advisory
services, a more rapid-response capability must exist. This
requires that a more streamlined system for authorization of
RTWMP expenditures be developed.

A third problem apparently relates to CATIE's abilities to
provide counterpart staff and materials. When disbursements are
made by AID to CATIE for this project, the overhead portion of
the disbursement apparently goes into a general CATIE account
that does not earmark funds for RTWMP. If major expenses are
incurred by CATIE for other projects or activities, this money 1is
used, sometimes creating a shortfall of available counterpart
funds for the project. Though shortfalls are understandable,
given the many demands for funds at CATIE, it would appear that
RTWMP might not be receiving an appropriate share of overhead
funds. A detailed discussion of this among ROCAP, CATIE
director's office, and relevant RTWMP staff might clarify what
limitations CATIE has and how to better plan project expenditures
to compensate for them.

Some of the hardship caused by the above concerns could be
alleviated by more efficient project planning. Project staff,
and other observers or participants at CATIE, note that because
RTWMP's activities are not well planned, the project is often
attempting to get authorization for expenditures at the last

minute.

Pinding #3: Consistent delays in acquisition of financial and
material resources have been caused by poor project and activity
planning by RTWMP staff, weak administrative support from CATIE,
and poor orientation of project administrative staff on AID
procedures. Of particular note are the bureaucratic delays
within CATIE for authorizing project expenditures and limits on
the availability of financial resources for CATIE counterpart
contributions, Project administrative staff have been forced
into a trial-and-error situation, which seems quite curious given
the long history of AID/ROCAP and CATIE cooperation.
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Recommendation #3: Planning procedures should be improved so
that resource needs are better anticipated. This is part of the

overall need for better management throughout the project.

CATIE, ROCAP and RTWMP administrative staff should meet to review
weaknesses in budgetary, recruiting and hiring practices, with
particular emphasis on streamlining administrative procedures for
authorizing project expenditures.

2, RIWMP As a Subprogram

® Does Bﬁflﬂg's ezsis!:enge as_pa rt Qf a subg;ga:am
ithi CATIE 13 D!- t the QEQjEQt'S effectiveness ﬁDd
EE. . —) *

As proposed in the PP, RTWMP was placed within the existing
DRNR Wildlands and Watersheds Program. The figure on the
following page shows the current organizational configuration at
CATIE. RTWMP is located in the Watersheds subprogram, with the
other subprogram being Wildlands.

According to the PP (page 45), a reorganization plan was to
be presented by CATIE prior to submission of the work plan for
the first year. The intended focus or goal of the reorganization
plan is pnot discussed in the PP, nor is the rationale behind it.
Whatever the rationale, no reorganization plan has been presented
by CATIE., However, some cstructural management changes have taken
place, and CATIE is now in the process of preparing a l0-year
plan which has included discussion of a new organizational plan
or structure within CATIE.

The change in management structure now requires that the
RTWMP project manager report to the head of Watersheds
subprogram., Previously the RTWMP project manager reported
directly to the head of DRNR, which left the subprogram head out
of the information/management flow. More important, the sheer
size of RTWMP, and the resultant power of the project manager,
placed the liead of the subprogram in a de facto inferior
position. The recent change has more clearly defined the
hierarchy within and around the project. However, residual
effects from problems with the previous structure remain.

The original affiliation with the Wildlands subprogram was
sought because of the strong presence it had established
throughout Central America, principally by providing advisory
services on a fee basis in topics such as national parks
planning, conservation and protected areas management. This has
included work with a number of different international, national
and regional institutions. From the ARD team's viewpoint, the.
affiliation with Wildlands at the beginning of the Watersheds
subprogram was a valid approach. However, from a content point
of view, the affiliation with the Wildlands subprogram has the

. 36



ORGANIGRAMA DEL CATIE

(Junio 85)
ASAMBLEA
{J14)
CONSEJO DIRECTIVO
' CONSEJO
CONSEJO ACADEMICO TECNICO ASESOR
DIRECCION
SUBOIRECCION COOPERACGION TEC..Y
AUDITORIA INTERNA FINANC. EXTERNO
-p -ﬂ
OFICIALES
| o | conseso TECNCO
BIBLIOTECA ADMINISTRATIVO
— —
DEPARTAMENTO DE PARTAMENTO < (RTARTAVENTD DEPARTAMENTO DEPARTAMENTO
TURA ESTUDIOS DE POSGRADO| |  ADMINISTRACION
rROOUCCION AN PROCUCE - ,
ANIMAL ION VEGETAL RENCOVABLES Y CAPACITACION Y FINANZAS
) S — — ————  —
APOYO APOYO APOYO APOYO RELLCIONES,
ADMWNISTRATIVO ADMINISTRATIVO ADMINISTRAT IVO ADMINISTRATIVO | | | COMERCIALESY BROEGA
M PROGRAMAS SISTEMAS PROGRAMA PROGRAMA
NUTRICION DE FRODUCCION SILVICULTURA POSGRADO(M.S.) RECURSOS HUMANQS
‘5 O3S {CULTIVOS ANUALES) PROGRAMA AREAS PROGRAMA
MODULD SLVESTRES Y CUENCAS| | ESPECIALIZACION [ A
LECHERO OTROS PERENNES AGROFORESTERIA CAPACITACION | | TRANSPORTE Y MaQUINARWA| |
: UMDAD RECURSOS BANCO p:g:;i:::g Pr——
MEJORAMIENTO FITOGENETICOS LATINOAMERICANO nvesTeacion ¥ | [ oo T o T
GENETICO LABORATORIO CULTIVO DE SEMILL AS OESARROLLO |
TEJIDO FORESTALES EDUCATIVO
SISTEMAS DE . PROGRAMA OE - I
PRODUCCION MIXTCS SEGUMIENTO ¥ CONTABILIDAD Y
¢ eoporne MENORES | |LABORATORIO SUELOS INFORAT APOTD A EGRESADOS ey

37



potential to seriously affect the impression that outsiders have
of the current direction of the Watersheds subprogram and RTWMP,
Specifically, this refers to a preservationist, protectionist or
national parks approach to watershed management. While this
approach may have validity within Wildlands, it is inappropriate
to suggest that CATIE's watershed activities do the same.

The ARD evaluation team made an effort to determine the
present and past effects on RTWMP of the Watersheds subprogram in
terms of technical and managerial problems for RTWMP. On an
administrative level, its existence only adds one layer of
administration to the project. Thus, while unnecessadry now, it
has not had an adverse impact on RTWMP. In fact, the consistent
previous leadership of and strong initiatives taken by WWP were
probably two of the major reasons that RTWMP is at CATIE,
Certainly WWP's past cohesiveness has had a positive overall
effect on the Watersheds subprogram. On a technical level, ARD
did not find that the Watersheds subprogram or RTWMP was taking a
preservationist approach to watershed work. A preservationist
approach is not present either in the staff's work or in written
publications, although there appears to be a tendency to
emphasize rural and upland watershed areas.,

Over the long term, however, there is a distinct possibility
that when new leadership takes over the existing WWP, the impact
will be more adverse. Also, as a separate program, it would seem
that Watersheds would be in a stronger position to lobby for
resources both within and outside of CATIE. The more important
issue here is that from a technical standpoint the inclusion of
Watersheds in tandem with Wildlands may suggest to many that a
preservationist ethic predominates in the program. This is not
true,

Finally, in association with the 1l0-year plan now being
developed by CATIE, new ideas about the structure of CATIE
programs and departments are being considered. These were
discussed by the ARD team and CATIE's director. Without going
into great detail here, the point is to develop a structure that
encourages more truly multidisciplinary activities, less
duplication of training and extension activities, and
centralization of basic support services such as computer,
bibliographic references, etc. Although still under discussion,
it appears that, at a minimum, the Watersheds subprogram will be
established as a separate program from Wildlands. A new cross-
sectoral, interdepartmental program is being considered which
would provide leadership within CATIE to ensure that projects
truly draw on all the distinct departments of CATIE. This would
counter the evident tendency of projects to remain insular within
their departments and, contrary to the expectations of many donor
agencies, fail to put into practice the multidisciplinary
approach expected at CATIE.
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In general, based on the CATIE director's presentation to
the ARD team, this represents a step forward for CATIE as an
institution. In terms of RTWMP, this might mean that certain
project staff become part of other cross-departmertal programs.
Over the long term, this seems advantageous and more efficient.
However, for the purposes of this project, it would be
destructive if project staff were asked to take on activities not
directly related to RTWMP, The project is still experiencing
growth pains, and switching resources around could prove
damaging. It would seem logical for the new structure to affect
primarily pnev projects coming to CATIE.

: To date, the inclusion of watersheds as a subprogram
within WWP has not affected RTWMP's efficiency or effectiveness.
In fact, during the early years of the Watersheds subprogram,
this association has been extremely important in terms of
bringing RTWMP to CATIE. However, for technical and management
reasons, the continuing association of Watersheds with Wildlands
in WWP now presents cwo basic problems. First, the development
approaches of each subprogram are distinct and may, in fact, be
in direct conflict in certain situations. Second, as a separate
program, Watersheds (Wildlands also, in fact) will be somewhat
easier tc manage through a clearer, more direct line of authority
to the DRNR head, have greater identity within CATIE, and may be

easier to fund.

Recompendation #4: CATIE should set up a separate program
entitled "Watershed Management" within DRNR. Both the' head of
DRNR and the director cf CATIE should carefully consider who

should be the head of this new program.

Einding #5: The new CATIE structure proposed in the draft 10-
year plan may provide needed centralization of key support
services. It may also lead to more of the multidisciplinary work
that donor organizations and national agencies expect of CATIE,
However, if RTWMP staff are diverted to other programs or offices
within CATIE and given new responsibilities, the project will
suffer. DRNR's staff has one of the strongest commitments at
CATIE to the sound management of watershed resources. As such,
the evaluation team believes that DRNR is the appropriate
department for this project.

Recommendation #5: RTWMP staff should remain 100 percent focused
on and responsible for implementing RTWMP-related activities.
While departments clearly need to improve coordination on this
project, RTWMP should continue to reside within DRNR for the
purpose of long-term institution-building.
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During the ccurse of this evaluation, RTWMP's reports, plans
and general information system were reviewed, This included
review and analysis of management-oriented project documents such
as the annual project implementation (or work) plans, individual
work plans and quarterly project reports,

The annual implementation plan is to provide a foundation
for all project activities. As proposed in the PP, the annual
plan is to include both overall and country-specific work plans.
RTWMP's annual implementation plan is organized by project
component according to the structure of the PP, The annual
implemeintation plan is used by RTWMP staff as the basis for
building individual work plans as well as guarterly project
reports. Theoretically, the annual plan would alsc be used as
the basis for analysis in the production of the annual evaluation

report.

RTWMP is producing annual work plans (both project and
individual) and quarterly reports which ¢ould be useful for
project management purposes., Both the annual plan and gquarterly
reports are presented in a format agreed upon with RCCAP.
However, there are problems in the write-up and presentation of
these documents which make them very difficult to use.

First, these documents, as currently produced, are not very
readable. Both the work plans and quarterly report require an
in-depth reading of 25 to 30 pages of very small print in order
to get at project issues. Neither document has summary sections,
In other words, for management or decision-making purposeas,
neither is "user-friendly." Alsao, as will be discussed in
Section III,F, neither is particularly usable for informational
purposes,

Second, the level of detail presented is inconsistent.
Expected inputs and outputs are presented in appropriate detail.
Unfortunately, results are then treated very simplistically. For
example, in the April-June 1985 quarterly report, only two
problems are mentioned in 25 pages. Even a cursory review of the
project yields far more problems than one would expect upon
reading the quarterly report, Thus it is difficult to have much
confidence in the quality of information presented. Neither
CATIE nor ROCAP can depend on these dccuments for management
purposes.

Finally, contrary to PP expectations, at no time are country
programs presented as a unit for either planning or reporting.
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No overall country strategy or approach is evident. Rather,
country activities are presented in a piecemeal fashion
throughout both the plans and reports. A unified, country-
specific presentation showing inputs, outputs, problems, etc.,
could be used to give country coordinators, AID bilateral
missions and national agencies a better idea of RTWMP.
accomplishments and plans.

In terms of individual work plans, it is also important to
note that they are based on the PP's termc of reference for each
specialist. Project staff are not at fault for using PP
guidelines for planning. However, it should be remembered that
terms of reference should be modified to reflect changes since
preparation of the PP. In this case, the RTWMP project manager
and staff are relying on a literal translation of the PP terms of
reference. The problem is that neither the PP nor current work
plans specify the percentage of time staff are to spend on
particular items in their terms of reference or work plans.
Hence, some staff typically have unrealistic task objectives.

annual evaluation reports, as proposed in the PP, were to be
provided to ROCAP by CATIE., They were to include a review of all
project activities and accomplishments (including actual versus
planned progress), discussion of factors affecting implementation
and financial status, and based on these, recommendations for the
next year's activities. To date, the project has not produced an
annual evaluation report.

The ARD team believes that the PP's presentation of the type
of evaluation report CATIE is to prepare is unclear. Sometimes
it is discussed as a document meant for information purposes and
in other cases for management. To clarify this, RTWMP and ROCAP
should perform an internal project review or evaluation together
annually. Responsibility for conducting this evaluation is
primari.y CATIE's, not ROCAP's. 1If a formal report is produced,
and ARD believes it should be, the evaluation report should be in
the form of a memorandum and should not be widely circulated
among CATIE departments, national agencies, etc. Rather, it
should be an internal document for RTWMP staff and other CATIE
staff as determined by CATIE's director or the head of DRNR. If
RTWMP staff, CATIE or ROCAP want an annual project report for
wider circulation, then the ARD team believes a separate document
should be produced. Such an_annual report would serve an
important management function by providing, in a readable form,
more detailed information to national and international agencies
and other interested parties. The annual report should not be
oriented toward the process of making internal project management
decisions,
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Finding #6: The quarterly reports and individual and annual work
plans are written in a potentially useful format. However, they
are not nearly as useful as they could be because:

© plans and reports (particularly annual work plans)
are not readable, and summaries pointing out major
issues, achievements or problems are not included;

® the level of detail in the quarterly reports is
inconsistent, if not misleading=~=-it is very
difficult to have confidence in the contents'
quality, and neither CATIE nor ROCAP can depend on
these documents for management purposes;

® contrary to PP expectations, country programs are
presented in a piecemeal fashion, reducing the value
of the work plans or quarterly reports for
developing a unified country program and/or
strategy.

No annual evaluation report has been produced by RTWMP,

Recommendatijon #6: Annual plans should contain a summary section
and & separate, unified section on country-specific activities.

Word-processing capabilities at RTWMP would facilitate this.
Quarterly reports should present project issues, especially
problems, more openly and in greater detail. Avoiding full
detail in these reports has contributed to the project management
difficulties confronted by RTWMP. 1In addition, the director of
CATIE and head of DRNR should conduct an annual internal project
review for management purposes. The results of this review
should be presented in a memorandum for internal project
circulation only, including ROCAP.

Einding #7: Individual work plans, while helpful on a general
level, are based on terms of reference which do not indicate how
much time is to be devoted to specific tasks (technical advisory
services, teaching, etc.,) and output indicators from the PP which
are unrealistic,

Recommepdation #7: Task responsibility within the project needs
to be defined more clearly, including percentages of time to be
devoted to each task. The RTWMP project manager, or the AID-
funded land-use planner, should review, and revise as needed,
staff scopes of work and individual work plans based on more
realistic project outputs. With assistance from ROCAP, and based
on the findings and recommendations of this evaluation, a
complete revision of the RTWMP logical framework should be
undertaken by RTWMP staff.
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4, RIWMP Management System

- :
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CATIE offices, ROCAP and bilatéral AID missions?

In the PP, the technical and management decision-making
structure envisioned the RTWMP project manager reporting to the
director of the DRNR. For decision-making purposes, it was
expected that the RTWMP project manager would have input from:

-~-the head of DRNR,

--ROCAP,

-=RTWMP staff based at CATIE,

:==RTWMP country coordinators,

--RTWMP national advisory committees,

--the RTWMP regional advisory committee, and
--AID bilateral missions.,

Three CATIE offices with important roles were not mentioned in
the decision-making structure proposed in the PP. First, the
director of CATIE has an important role to play in management
decision making. Second, although the role of the head of WWP is
unclear, RTWMP would be under his or her management
hierarchically. Third, the newly designated Watersheds
subprogram head has been important in terms of both technical and

managerial decisions,

The specific role that each of the other organizations and
individuals is to play in project decision making was not defined
in the PP. More importantly, the project itself has not
succeeded in defining these roles either. The major problem
facing RTWMP is the way in which it deals with internal project

ns v al_o
Although these issues are recognized to be intertwined, the
following discussion is divided into two subsections: '
a) prioritization of technical activities and b) management

decision making.

Prioriti . ¢ Technical Activiti

Country programs have been started up in Honduras, Costa
Rica and Panama. In Honduras and Panama, the AID bilateral
missions have been consulted on general terms. In Costa Rica,
this has not occurred because of staff changes within AID.
Neither pnational nor regional advisory committees have been
established. As of the date of this evaluation, c¢country :
coordinators have been hired in Panama, Costa Rica and Honduras.
Country coordinators are expected to be hired for Guatemala and
El Salvador during the next vear. 1In Costa Rica, Panama and
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Honduras the country coordinators have been spending substantial
time discussing, planning and organizing start-up of national
advisory committees, and have begun to perform technical advisory
and training services, ROCAP, or principally its recgional
environmental management specialist, has been consulted and
involved in almost all cases, though generally in a limited

advisory role. Meetings of RTWMP proiject staff and with the DRNR

head have been held to plan and prioritize activities.

RTWMP's general strategy at the country level is to have
country coordinators work as liaisons to national agencies and
AID bilateral missions. The country advisory committees were to
be formed for assisting in defining training and technical
advisory priorities for each country. On a general level, this
is a logical and potentially effective approach. RTWMP staff
have attempted to more specifically define the responsibilities
of project committees, but no formal notes have been written up,
and no detailed strategy for their role exists. Organization of
the advisory committees has been a high priority for the project
and has taken a lot of the country coordinators' time.
Unfortunately, they have had little help from project staff at
CATIE. To date, although coordinators have attempted to form
national committees, they are doing so without a clear idea of
intended committee responsibilities.,

Without these national committees and their help in
prioritizing project activities, RTWMP has focused almost
completely on short-term training activities for which the
project manager and staff believe there is a clear demand.
Although it appears that activities are often discussed in detail
at project meetings, they are not systematically reviewed based
on any criteria, and decisions to go forward with them are made
on an ad hoc basis. Furthermore, the project has placed a low
priority on clarifying and systematically approaching this
process,

Finding #8: The PP envisioned the use of national and regional
advisory committees, with national coordinators working with
CATIE~based project staff to prioritize activities. Excellent
country coordinators have been hired. Project advisory
committees have not been formed, but national coordinators are
making a concerted effort to do so. Their efforts have taken
place with little assistance or substantive direction from RTWMP
staff at CATIE. The role of the committees has not been defined,
and country coordinators, project staff and host-country agencies
lack a common understanding of responsibilities. The priority
placed on training activities during the past year was an ad hoc
decision by project staff that has detracted from overall project

progress.
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Recompendation 28: The role of the advisory committees and their
relationship to the country coordinators should be clarified,
written down and distributed to all parties as at the RTWMP
retreat. Based on this agreed-upon role, CATIE-based project
staff should visit the countries as soon as possible and assist
coordinators in organizing the committees. The evaluation team
does not believe that the advisory committees should decjide on
project priorities. Rather, they should be given a complete list
of options for different activities in each component, discuss
them, and rank or recommend activities to be implemented. At
quarterly meetings, the national coordinator (sometimes with
CATIE-based staff in attendance) should mrovide a short written
and oral presentation on project activities. With assistance
from ROCAP, RTWMP staff should come up with a list of technical
(including institution-building) criteria by which to assess and
prioritize project opportunities.

”  sion Maki

The PP contains little discussion of management decision-
making processes. Job descriptions appear to be the principal
method in the PP for defining responsibilities and staff
interaction. The RTWMP project manager has responsibility for
managing the project, with support from all staff (particularly
the RTWMP-funded land use planner) and under the direction of the

DRNR head.

As mentioned previously, it was expected that soon after
project start-up, CATIE would submit a reorganization plan to
AID/ROCAP. This reorganization was to have established the
Watersheds subprogram (with RTWMP as a subset) as a separate
management unit within the department. No reorganization plan
has been submitted, but a Watersheds subprogram director has been
named by the DRNR head, and, unofficially, a separate Watersheds
subprogram has been established. It is expected that all project
communications must now include the subprogram head. Also,
although the previous WWP director was one of the architects of
RTWMP, the WWP director position is currently vacant. The
management role for this position, when it is filled, is
uncertain,

The constant shuffling of positions and authority has
created unnecessary confusion and ill will within the project.
In fact, the PP is quite clear in stating that the RTWMP project
lnanager reports to the head of DRNR. The fact that the head of
DRNR has not effectively used this authority to improve project
management is one of the reasons that ineffective decision making
exists within RTWMP. _
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Finding #9: The PP offers no definition of methodologies or
procedures for management decision making. To date, RTWMP's
decision~making methodology has been ad hoc, performed through
mechanical and literal implementation of the overambitious PP.
Reliance on the PP has led to an overload for some project staff
at CATIE. Poor personnel management has meant that others are
not being fully utilized. As ambitious and difficult as the
project is, it is further complicated by inerfficient planning and
an absence of effective leadership at both the departmental
(DRNR) and project levels. The ARD team believes that the
magnitudes of outputs suggested in the PP are too ambitious. The
current RTWMP project manager does not agree and, as such, has
not attempted to revise the magnitudes of output. The '
combination of the overambitious PP objectives and the project
manager's "hard-line" attitude of emphasizing, rather than
modifying, the PP outputs has had an extremely negative effect on
the overall progress of this young project. In addition, based
on what is outlined in the PP, the head of the DRNR has been
seriously remiss in not addressing the project's management .
problems in a timely manner, This lack of effort raises the
question of whether it is necessary for CATIE's director to have
more direct involvement in making the necessary changes. At
bresent, the management atmosphere within RTWMP is decidedly
negative,

Recommendation %9: Personnel changes in terms of decision making

must be made immediately to rectify the situation. . CATIE--both
the director and the head of DRNR, specifically--should take the
lead in making these changes in consultation with ROCAP. The
following options should be considered:

® During a three-month trial period, a concerted
effort should be made by the project manager to
delegate authority, establish a decision-making
procedure that more appropriately addresses the
needs of the project and meets the approval of the
department chairman and subprogram head. A review
should then take place under the joint direction of
the CATIE director and DRNR head, with input from
the subprogram head and regional environmental
specialist from ROCAP, to assess whether actual
positive changes have taken place and whether a
staffing change is necessary. During this three-
month period, the project manager will meet weekly
with the DRNR head and subprogram head in order to
discuss and subsequently implement measures for
improving project management and decision making.

® A project management consultant should be brought in

to assist the project manager in improving project
management and decision-making processes.
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© An immediate change should be made in the project
manager position, and the current project manager
should assume a technical support role.

e An immediate change should be made in the project
manager position, and the current project manager
should leave the project.

It should be noted that each of the above options has
advantages and disadvantages. The first provides the current
project manager with an opportunity for improvement. However, a
number of RTWMP, CATIE and ROCAP staff believe that this
opportunity has already been given and no change has occurred.
If that is true, then the first option weuld be a waste of
resources., The second option could be used in combination with
all of the others. Having such an individual to assist in
revising the logical framework, individual scopes of work and
other tasks would be invaluable. The third option would allow
for continued benefits from the current project manager's
substantial technical expertise. The fourth would clearly put
the project on hold while a new project manager comes on and
would not take advantage of the current manager's knowledge of
RTWMP activities. It would, however, offer the benefit of
eliminating completely the very negative project management
atmosphere observed within RTWMP by the ARD evaluation team.

5. Long-Term Viability of Watersheds Program

e EI: EE I: EIQEI.D; ::a ED !;Q EDS!!EE ;hat a J-g: be
project is completed and AID support epnds. CATIE
will be able to continue providing the watershed
management~related services expected of RTWMP?

The PP envisioned that RTWMP would begin to develop, by the
fourth and fifth project years, a strategy for developing long-
term funding mechanisms so that CATIE could continue to provide
technical advisory and training services in watershed management.
In this regard, the PP was faulty in recommending such a late
start for development of the strategy. Strictly speaking, it is
too early to evaluate RTWMP's efforts at long-term fund~raising.
However, a number of CATIE and RTWMP staff have begun to think
about such a strategy, and it is an opportune time to begin
planning for the day when AID project funds run out. There are a
number of reasons for this,

First, to date, RTWMP has not placed an emphacsis on clients
"buying into" technical advisory or training services. As there
is still relatively little project experience in the host
countries, it would be an opportune time for country coordinators
and RTWMP staff to begin to notify national agencies and other
project clients that sooner or later they will be asked, at a
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minimum, to share costs for RTWMP activities. This is an area
where the CATIE Wildlands office's previous experience in
providing technical assistance might prove valuable.

In addition, the CATIE Office of External Finances and
Technical Cooperation is embarking on an aggressive fund-raising
campaign to strengthen CATIE in terms of both basic operation and
project-specific funds. The problem facing CATIE is that its
member countries are having an increasingly difficult time
meeting their quotas for financial contributions. These and
other long-term funding issues are being considered as part of
the 10-year development plan that CATIE is now writing.

For the above reasons, now is an especially opportune time
for RTWMP, DRNR and other CATIE staff to begin developing a plan
to ensure the long-term survival of the Watersheds program and
RTWMP-type activities. Whether CATIE plans to continue to
provide technical assistance to clients on a fee basis is a
critical issue,.

Finding #10: The PP mentions the need to develop plans for long-
Lerm self-sustainability of RIWMP=-type activities. However, this
is not scheduled to occur until the fourth and fifth years of the
project. Within both the Watersheds subprogram and CATIE in
general, a number of people are already concerned about long-term
sustainability. Project staff, particularly the Watersheds
subprogram head, believe that planning for this should start
earlier. In addition, other CATIE staff are now developing an
aggressive strategy for long-term fund-raising.

¢ In 1985, the heads of DRNR and the
Watersheds subprogram should begin to outline a strategy for
procurement of funds that will ensure the ongoing capability at
CATIE for providing training, practical research, advisory
services and technical assistance to its member countries, This
strategizing should be coordinated with CATIE's ongoing
institutional development efforts. As part of this strategy, the
ARD team believes it is entirely appropriate to begin requesting
that host~country agencies and other clients begin to share costs
or fully pay, wherever possible, for technical services rendered
by CATIE.
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C. Lipkages
Tasks 4, 10 and 11 from the scope of work are discussed in

this section: | ,

"Examine regional linkages and information gathering
and exchange mechanisms between CATIE [RTWMP] and
counterpart national agencies. Suggest possible
areas and ways in which information exchange, and
the provision of support services and technical
(advisory] services could be improved."

"Analyze the relationship of this project to other
AID-funded watershed/natural resources projects at
the country level in Costa Rica, Panama and Honduras
and recommend how relationships could be fortified."

"Evaluate current practices relating to cooperation
and the sharing of resources by RTWMP with other:
programs, projects or activities within CATIE.
Comment on their effectiveness and, if necessary,
suggest how this cooperation can be improved (e.g.,
hiring of personnel, use of vehicles, etc,).
Suggest mechanisms to increase interdisciplinary
work to strengthen future integrated watershed
management actions of the project.”

Task 7, which deals with linkages to international organizations
for the publication and dissemination of watershed information,
is covered in Section III.F.

1. National Agencies
Acéording to the PP, linkages are to be made through:

® an RTWMP national coordinator who lives in a project
country but may not be a citizen of that country,
and many of whose duties relate to areas for
intended linkages;

® vVisits to agencies within a project country by
CATIE~-based RTWMP staff to provide technical
assistance, define specific training needs and
responses, and manage and implement training
activities;

® establishment of national and regional advisory
committees; and
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o development of formal agreements between national
agencies and RTWMP,

The country coordinators for Costa Rica, Honduras and Panama
have all been hired over the past 12 months. The country
coordinator for Costa Rica started working on RTWMP in November
1984, although his work during the first several months focused
on the other project countries as well., Thus, the start~-up of
activities specific to Costa Rica occurred in February 1985. The
country coordinator in Honduras began work on March 15, 1985, and
in Panama, the coordinator started on June 1, 198S.

All three coordinators have made contacts with both primary
and secondary agencies in their countries. Through these
contacts, RTWMP is able to ensure that appropriate people attend
the project's training activities (e.qg., the master's program,
short courses, seminars and workshops).

Time spent in each of the project countries bv CATIE-based
RIWMP staff has been minimal to date. Visits to individual
countries by project staff from CATIE have been in conjunction
with course preparation and presentation. Interviews with
representatives of the various agencies suggest, however, that
more and longer visits should be made for the purpose of course
preparation., Most technical assistance on the part of project
staff has taken place in Costa Rica--in part because the country
coordinator has been in place longer and had acquired familiarity
with RTWMP and its activities through an earlier contract.

Due to the country coordinators' relatively recent
introduction tc¢ RTWMP and the project's emphasis on training
activities thus far, neither ' 1 1
have been established. However, the PP proposed that CATIE-based
RTWMP staff and country coordinators hold quarterly meetings with
national and regional advisory committees,

Establishment of the national committees has been one of the
highest priorities for the country coordinators in Honduras,
Costa Rica and Panama. In each country, there have been three
options. The first option is to take advantage of existing
national committees set up to focus on inter-institutional issues
relating to water resources management (recursos hidricos).

These committees have small budgets for annual activities and are
usually made up of the national electric company, local natural
resources ministry and other ministries which have demonstrated
interest in this area. They have legal standing (personeria
juridica) and, as such, bylaws. The individuals representing
each institution do have some authority to develop policy
options, recommendations, etc., which can be formally submitted
for consideration by the national government. The second option

iﬁ_&g_ﬁg;m_ﬁgbggmmihgggs that focus on watershed resources

management but report to the committee on water resources.
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Obviously, a subcommittee has less authority than a committee.

It might, however, be somewhat less political than the committee,
hence potentially more useful and appropriate for technical
discussions. The third ovtion is to form new committees to focus
specifically on what RTWMP hopes to accomplish in the area of
watershed resources management. The advantage of this third
option is that RTWMP can more easily draw in agencies with a
broader focus than just water resources, e.g., agricultural and
education ministries. The disadvantage is that establishing a
new committee takes a great deal of time,

For any of the above options, important issues need to be
addressed, including:

© proposed objectives of the committee, e.g., to make
decisions about training or technical advisory
priorities, to make priority recommendations only,
to share information only, to identify or select
candidates for long~-term training, to identify or
select priority watersheds, etc.;

® level of agency staff who should attend committee
meetings--whether they should be high-level
political appointees, agency management staff,
central office technical staff, or important
technical field staff; and

e what ghould not be done at committee meetings, but
rather through direct interaction between RTWMP and

national agencies.

As discussed in Section III,B, some of these issues have
been reviewed at RTWMP staff meetings at CATIE, but no written
strategy has been developed and circulated. An obvious
alternative whicn has been mentioned, but not seriously
discussed, is not to have national committees at all. The ARD
team believes that the national committees can be very helpful if
used for information sharing and helping to arrive at country
priorities. Hence, RTWMP should use national committees, and
their formation should continue to be a high priority. In the
meantime, however, country coordinators should use individual,
agency-by-agency meetings to pose structured questions in order
to arrive at country priorities. To do this, a list of short-
and long-term options should be developed with assistance from
CATIE-based RTWMP staff. The list should be discussed and
prioritized by different agencies in meetings with the country
coordinators. Analysis should be made and activities prioritized
and planned by the country coordinator and RTWMP staff at
quarterly meetings at CATIE,

There is some thought that one of the first tasks of these
committees should be that of choosing the priority watershed. If
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80, the absence of such committees will have an increasingly
negative influence on the implementation of important project
activities (development of watershed management plans,
development of projects for financing, hands-on training of
agency personnel, and the sensitization of agencies to the value

and means of working together in integrated projects),

The PP suggests that the role of these committzes should be
that of review and advice rather than decision making. The ARD
team strongly endorses this approach. There is some thought that
one of the tasks of such committees is that of choosing the :
priority watershed. If so, the lack of such committees will have
an increasingly negative influence on the implementation of
important project activities (development of resource management
plans that deal with watersheds, development of projects for
financing, hands-on training of agency personnel and the
sensitization of agencies to the value and means of working
together in integrated projects). Although some advancement
toward establishment of these committees may be noted, there is
still no assurance that they wil) become active any time soon,
The alternatives are that the priority watershed be selected
through an ad hoc meeting of interested agencies, or through
compromise if disaqreements occur as to which watershed in a
country has priority in terms of RTWMP activities.

In this case, the ARD team believes that a CATIE-based staff
person--perhaps the soil and water conservation specialist--and
the country coordinator should determine the watershed(s) .upon
which each country program should focus. This should include
writing a country-level priority watershed assessment report,
This report should include a plan that shows the emphasis within
each watershed (e.g., education/training, development of
technical assistance packages, socioeconomic or biophysical
applied research), an activity schedule, CATIE and host-country
roles and inputs, and how the work within the watershed has both
national and regional significance.

Finding #11: The PP envisioned the use of national and ragional
advisory committees, and of national coordinators to assist
CATIE-based project staff in prioritizing activities. Excellent
country coordinators have been hired. Linkages via national and
regional advisory committees are lacking because none of the
three countries has set up such committees in a workable fashion
vyet. Country coordinators have invested substantial time and
thought into developing these committees with little direction or
assistance from CATIE-based RTWMP staff., At the time of this
evaluation, the exact role and composition of the committees has

not been defined,

Recommendation #11: Country coordinators should continue to

place an emphasis on the formation of national committees. As a
temporary measure, however, country coordinators, with assistance
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from CATIE-based staff, should develop an approach to near-term
priorities that includes structured interviews of important
national agency staff. These interviews should include review,
discussion and ranking of activity priorities with each agency on
an individual basis. In addition, some other mechanism may be
needed to select the priority watershed. The CATIE-based soil
and water conservation specialist should assist the country
coordinators in performing a country-level priority watershed

assessment,

Development of m
and RTWMP is to include the following steps:

® visit primary and secondary agencies to explain the
project;

@ establish memoranda of agreements with principal
counterpart agencies; and

® establish agreements with additional participating
agencies,

The country coordinators have made contact with a wide range of
government agencies, but particularly those with responsibility
for protecting natural resources (e.g., Ministry of Natural
Resources) or managing hydroelectric facilities. 1In Costa Rica,
Panama and Honduras, principal counterpart agencies have been
selected and agreements signed (Ministry of Natural Resources in
Honduras and Panama, and the General Forestry Office in Costa
Rica). Temporarily, the country coordinators and RTWMP staff
have stopped attempting to develop agreements with secondary
agencies because of interagency squabbles in two countries.

The ARD team believes greater emphasis should be placed on
contacts with agencies and organizations which affect all
watershed resources including, for example, publlc works or road-
building agencies, livestock or logging agencies and companies,
and agricultural cooperatives. Too often, watershed management
specialists spend most of their time working with agencies or
individuals who are already "advocates for the cause."” Rather,
RTWMP should focus on developing methods of interacting with
entities that degrade major watershed resources.

Finding #12: At this time, no action is being taken to formalize
agreements between RTWMP and agencies (other than counterpart
agencies) because of inter-agency problems in two of the
countries. Such agreements should be of high prlorlty if
technical assistance (tralnlng support, adv1sory services and
information exchange) is to be performed in any worthwhile and
continuing way for institution-building purposes.
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: The decision to stop action on development
of formal agreements between agencies and RTWMP should be
reconsidered in light of the importance these agreements have in
furthering long-term institutional development efforts in
agencies whose activities have significant impacts within
watersheds, ’ :

2. 2 1 1 Missi 1 Pro-

Early in the formulation of RTWMP, representatives from AID
missions in Costa Rica, Honduras and Panama were involved in the
original analysis of the appropriateness and importance of
project components., While the PP intimates that the project was
designed to complement the numerous bilateral AID projects
operating or planned in the region, there are no specific tasks
outlined in the PP or in the job descriptions of any of the
project staff--not even those of the project manager and country
coordinators.

In spite of this, the country coordinators in Panama and
Honduras--perhaps because they were previously involved in AID-
supported projects of the current project counterpart agencies
(RENARE in Panama, and Ministry of Natural Resources in Honduras)
--have established good relationships with counterpart~level
personnel in the local AID missions. The project has had less
success in Costa Rica. Apparently contacts have been )
discontinued there for two reasons., First, no current ATp/Costa
Rica staff are particularly involved in the AID-sponsored natural
resources project there, so a low level of interesi exists within
the mission. Second, RTWMP has not yet placed much emphasis on
working with the other sectors. Hence, local AID-funded projects
in agriculture, infrastructure development, etc., have not been
the focus of coordination efforts. It is important to remember
that problems in managing watershed resources can occur because
of any and a)l development activity cn that watershed, not only
because of the activities of a few p:ojects that are related to
patural resources. Country coordinators, through design and
presentation of short courses and seminars as well as through
close general contact, should communicate this concept to the
other sectoral and donor or non-profit agencies supporting field
activities in the country. For example, the country coordinator
in Costa Rica should develop close relationships with non-natural
resource projects and AiD/Costa Rica mission staff in order to
communicate with such agencies.,

Even where strong relationships exist between RTWMP and the
local AID mission, there is a potential for project-to-project
interference, For example, AID mission personnel working on the
new RENARE II project for Panama are fully aware of the existence
and nature of RTWMP, including the fact that the in-country
counterpart agency is RENARE, The new project will include
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support services for watershed management as well as for national
parks and wildland management, management of natural forests, and
for private industrial plantations and woodlots. Proposed
funding is on the order of $30 million in loans and grants, with
an additional $10 million in counterpart support for annual
average of an additional $4 million., Nearly $10 million are
allocated for watershed management, much of which will go toward
creation of management plans, training and institutional
development in water-use related agencies. Funding for RTWMP is
comparatively low, and there is a danger that the larger RENARE
IT project may overload the capacity of RENARE to effectively act
as counterpart to other patural resource projects--in this case,
RTWMP., Further, significant overlap appears in the objectives
for training and institutional development. In this case, the
role of RTWMP might be to work with RENARE in developing greater
sensitivity regarding watershed management on the part of non-
natural-resource agencies and/or to provide advisory services on
the design of research activities,

Finding #13: AID mission representatives from Costa Rica,
Honduras and Panama were involved in developing project
components during formulation of the PP. Although the PP
intimates that the project was designed to complement the
numerous bilateral AID projects operating or planned in the
region, there are no specific task: outlined in the PP or RTWMP
job descriptions-~not even for the project manager or country
coordinators. In spite of this, the country coordinators in
Panama and Honduras--because of past involvement in AID-supported
projects with the current RTWMP counterpart agencies (RENARE in
Panama, and Ministry of Natural Resources in Honduras)--have
established good relationships with local AID missions. There
appear to be no such contacts established in Costa Rica, probably
due to a lower level of interest on the part of the AID mission
and RTWMP's limited initiatives in terms of working with non-
natural-resource agencies,

Recommendatjon #13: Problems of watershed resource management
can occur because of any and all development activity on that
watershed, not only because of the activities of a few projects
related to patural resources. First, this concept must be
understood by project staff., Then, country coordinators must
communicate it to sectoral and donor agencies by means of short
courses and seminars and general close contact. For example, the
country coordinator in Costa Rica should develop close
relationships with non-natural resource projects and AID/Costa
Rica mission staff in order to communicate with such agencies.

Finding #14: Even where a strong relationship exists between
RTWMP and the local AID mission, there is a potential for
project-to-project interference. For example, RTWMP funding is
relatively low in Panama, and there is a danger that the large
(§30 million) RENARE II project may overload the capacity of
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RENARE to effectively act as counterpart to RTWMP or other
similar natural resource projects. Further, significant overlap
appears in the objectives of training and institutional
development. This would seem to be an opportunity for RTWMP
activities to bring other non-water, non-natural-resource
protection agencies into watershed management programs.

Recommendation 214: RTWMP activities should complement, rather

than duplicate, existing AID (or other donor) national-level
programs., In particular, country coordinators should focus on
drawing agencies not traditionally involved (e.g., road-building
agencies) toward watershed management ac:tivities. More
specifically, it is recommended that RTWMP assistance to Panama
be refocused in light of the new RENARE II project. The
emphasis on technical advisory services for watershed management
planning and on creation of bankable plans should be reduced.
Instead, emphasis should be placed on providing advisory services
and training to the secondary (i.e., non-water related) agencies
of Panama, RENARE should remain the principal counterpart agency
if assurances are given that support will continue for RTWMP's
efforts to more fully involve secondary agencies in watershed
management,

3. Other CATIE OQOffices

There are a number of areas in which RTWMP should cooperate
with other departments and offices of CATIE. Recommendations for
some of these (related to Rio Tuis, the master's degree program,
data base and information systems, and project management and
decision making) are covered in other sections of this report.
This section focuses on development of technical interactions
with the following CATIE departments:

e Department of Apnimal Production =-- Although it is
currently undergoing extensive change, the
" importance of livestock enterprise to watershed
resource management demands that cooperative
arrangements be entered into between RTWMP and this
department. Some informal discussions have
occurred, but no joint activities have been
developed yet. Work in the Rio Tuis watershed and
cooperation on training efforts would appear to be
the most likely near~term joint activities.

e Department of Plant Production -- Several of this
department's graduate-level courses could be used by
students supported by RTWMP. Likewise, courses from
the watershed management curriculum could and should
be offered to students in the Plant Production
department. Certain applied research projects from
this department could profitably be undertaken
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cooperatively with watershed management, possibly in
the Rio Tuis watershed.

@ a D - i & ini P
By definition, watershed resource management
integrates all sectors and disciplines that
influence the characteristics of a watershed. RTWMP
should cooperate with this department in the design
of all curricula, courses and projects offered or
sponsored by CATIE so that necessary integration
will occur. To date, the RTWMP instructional design
and materials specialist has not focused
sufficiently on this relationship.

e Department of Renewable Natural Resources --
Virtually all programs, subprograms and projects
within DRNR are closely related to RTWMP. By virtue
of RTWMP's location within the department, a fair
amount of interaction has already occurred.

Finding #15: Staff from RTWMP as well as other CATIE departments
have made individual gestures toward cooperation on training and
research. Cooperation, or even discussion of cooperation,
regarding the technical advisory services component of RTWMP has
not taken place. Watershed management is a natural common focus
for all CATIE departments, but RTWMP has yet to develop a general
strateqgy for involving the other departments. The initiatives
that have taken place have been on an ad hoc basis, which is not
necessarily bad. In any educational or research institution,
informal linkages often have the most success, However, it would
be beneficial to both RTWMP and other departments, and CATIE's
reputation, if these linkages were the result of planned and
formal interactions indicating a long-term CATIE commitment.

Recommendation #15: The ARD team believes RTWMP should develop a

near-term plan for joint activities with other CATIE departments.
Such a plan should specify activities, dates and which
individuals from RTWMP and the other departments are to be
involved. Cooperation on training, advisory services and related
research activities should be included. To this end, RTWMP, in
cooperation with the office of CATIE's director, should sponsor a
day-long workshop on interdepartmental watershed management
initiatives. Over the long-term life of RTWMP this intra-CATIE
initiative should be the responsibility of the RTWMP project
manager and should be incorporated in the preparation of each
annual plan and report,
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D. Training Programs

This section focuses on Tasks 2 and 3 from the scope of
work:

"Conduct a technical review of the Rio Tuis
Watershed/Hydrological Laboratory accrivity and its
role in meeting the objectives of the project.
Assess current plans for its development and the
level of effort required. Suggest improvements if
necessary."

"Conduct a technical review of the new watershed
management graduate curriculum as it relates to the
RTWMP project, its content and quality, and where
problems exist suggest corrective actions.”

Also covered in this section are training activities
separate from either the Rio Tuis watershed or the CATIE graduate
program, such as the non-degree or non-CATIE graduate program,
short-term training courses, regional workshops and seminars, and

study tours.

1. Rio Tuis W

The Ric Tuis watershed is identified in the PP as an outdoor
laboratory/experimental area that will play an important role in
student training and serve as a demonstration area in other
project activities. The 76-square-kilometer watershed is located
within six kilometers of CATIE. It exhibits an array of land
uses: undisturbed forest (including some cloud forest), coffee
plantations, grazing lands, annual cropping, agroforestry, small
settlements and roads. It has land under private, public and
questionable ownership. The topography, c¢limate and soils also
show marked variation. The number and variety of water resource
uses are somewhat limited (i.e., there are no reservoirs for
hydropower or irrigation, no major drainage schemes and no
important fishery). Nonetheless, there are problems of low flow,
high flow (flooding) and substantial sediment transport that have
effects downstream. There are plans for a dam and reservoir just
downstream of the watershed.

The l4-hectare finca "La Selva" has been obtained as an
experimental and demonstration area under a l0-year agreement
(1983-1993). It is mostly forested and has a perennial stream.

A number of past activities have enhanced the selection of
this watershed for AID support as an outdoor laboratory/
experimental area. A brief summary of those the ARD team
discovered follows: ‘
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® The Swiss government's technical assistance agency
. has already made an investment of $60,000 for the
period 1983 through 1986 which permitted its
execution of a number of studies and actions that
complement the development foreseen in the RTWMP.
¢ A previous AID project (#5%98-0605) on environmental
management systems has also helped to lay a
foundation for productive activity on Rio Tuis.

e There have been at least two student research
projects within the watershed having to do with
agroforestry and erosion. .

o Staff members Quesada, Stadtmuller and Luche have
made strong commitments to work in this watershed,
and other staff are becoming involved.

e A 1984 master's thesis presented a preliminary
general survey as a basis for initiating management
demonstrations.

® A semi-detailed soil survey has been prepared for
the lower, southern portion of the watershed.

® A bibliographic compilation and some field checking
have been carried out on the geology.

© A proposal for a "forest reserve” in the upper
watershed has been made and approved up to the very
last level of government action as of this
evaluation.

e At La Selva, an access road has been extended and
improved, a storage facility developed, the area
fenced, a few demonstration terraces installed, and
an area has been cleared and is currently being: .
planted to coffee.

Funding of $75,000 is provided for equipment to get the area
functional as a teaching/demonstration area. In addition, some
of the annual support of $10,000 for field research and $6, 000
for laboratory inputs could probably be used in the Rio Tuis.

Six staff have job descriptions that specify activity on Rio
Tuis. The only specific mention of Rio Tuis in the PP is the
following statement under the master's-level graduate program:
"An outdoor laboratory/experimental watershed in the Rio Tuis
watershed near CATIE will provide students with real on-the-
ground applications of their coursework."”

Almost all of the activity on the watershed and at La Selva
has been generated by funding from other projects. No equipment
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is in place for instrumenting the watershed with a meteorological
network or for student studies at La Selva including stream-
measuring devices. Equipment has been on order under both the
Swiss government's project and RTWMP, but the procurement process
has not functioned well, and no equipment has yet been received.
Of the six individual staff identified for activity on Rio Tuis,
two have not vet been hired, two have been active, and two have
not yet become involved. There is some duplication and potential
for problems in that the PP specifies that the hydrologist and
land-use specialist are both supposed to design, plan and manage
operations,

In their first trimester, the first group of master's
students under RTWMP did team field studies as the practical part
of their course on management of watersheds.

Einding #16: The training strategy report of May 1983, prepared
for RTWMP, recommended support for the establishment of an
equipped outdoor laboratory that would serve to demonstrate the
use of equipment; measurement, collection and evaluation of land
response to different practices; and as an area for other studies
by students and staff. While the RTWMP scarcely mentions Rio
Tuis, it apparently followed up on this suggestion, for it does
provide funds for equipment. On the other hand, a DRNR external
evaluation team submitted a report in June 1984, recommending
that there should pnot be a further commitment of financial or
human resources to the Rio Tuis watershed.

Recommendation #16: The Rio Tuis is an excellent site for

teaching, demonstration and extension for the following reasons:
its close proximity to CATIE, the lease control over La Selva,
the variety of biophysical and land tenure characteristics which
are representative of Central America and Panama, past baseline
data availability and strong staff interest. The evaluation team
supports the expansion of activities on the Rio Tuis watershed
under the RTWMP with the emphasis on training and modest student
research.

Finding #17: There is a proposal for a multidisciplinary
research activity in the Rio Tuis which appears in the final
report of the Environmental Management Systems project. Its
purpose would be to demonstrate integrated land-use planning by a
team which would include CATIE professionals from the areas of
forestry, animal production, crop production, soils, engineering,
economics and sociology. They would plan for production as well
as reducing adverse soil and water impacts of various land uses.
CATIE has 40 years of experience to draw on in some of the
sectors that can contribute. Staff in other programs in DRNR and
other departments at CATIE have indicated interest in activity -in
the Rio Tuis if there were the magnet of climatological and/or
hydrological instrumentation. It is noted that the RTWMP
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specialist in natural resource economics (yet to be hired) has a
component in the job description for Rio Tuis.

mrendaticon 217: This proposal would provide a much needed
demonstration and training ground for activities that combine
production with protection or rehabilitation and biophysical with
economic, social and institutional expertise. The Rio Tuis would
be a very strong candidate for a site with regional significance.
The groundwork for such a study might be laid under the RTWMP
through the development of a formal funding proposal (it is
within the stated job descriptions of several staff). However,
other funding should be sought by the Watersheds subprogram for
the actual field activities., 1Individuals in CATIE who have
expertise in various areas, particularly the social and
institutional aspects of rural land use, should be involved in

activities on the watershed.

: The past and current activities on Rio Tuis are
mostly ad hoc and unrelated, and even future proposals have not
evolved out of any overview plan for either the whole watershed
or even for La Selva, There is an operative plan prepared in
advance for the following year for the DDA project, and each
individual staff member identifies in his yearly plan those
activities that will occur on Rio Tuis. More than this is
required if the area is to play an optimum role in training and
demonstration.

Recommendation #18: An overall framework for act1v1t1es on the

Rio Tuis watershed must be developed as ‘soon as p0551ble by the
Watersheds subprogram. A sub-plan for La Selva is of particular
urgency if it is to fulfill its special role in the graduate
program. The evaluaticn team suggests that advisors be sought
from other program areas in DRNR and from other departments, in
particular social science advisors. Some technical and valuable
input might be obtained from ROCAP's environmental management
specialist, and the plan should be sent to country coordinators
for input. Also, the following steps are imperative:

® procurement procedures must be improved to avoid the
delays that have characterized the operational
instrumentation of the watershed~-besides the
equipment already ordered, additional equipment and
on-the-ground installation of modest experimental
plots are urgently needed if La Selva and Rio Tuis
are to be used with the postgraduate students
(especially the current group) and in workshops and
short courses; and

e the responsibilities cf the hydrologist and land-use
specialist with regard to planning and direction of
activities on Rio Tuis must be clarified, especially
in view of the fact that the subprogram in
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watersheds will continue after the conclusion of
RTWMP--alternatively, in view of his interest and
involvement, the bioclimatologist might take on
principal responsibility for this task, further
integrating DRNR staff and RTWMP activities.

119: There exists some sentiment for engaging in "heavy-
duty” research involving stream flow and sediment measurement and
small watershed calibration followed by land-use treatments, The
PP refers to weirs, and there are statements in several documents
about the need for small watershed research, even of the "paired
catchment" type, for tropical areas and especially Central
America and Panama. While long-term small catchment research is
much needed and is seductive when there are funds for equipment,
the ARD team feels that such research is beyond the scope of this
project. The instrumentation needed to permit students to engage
in short-term investigations such as surface erosion stuvdies, or
to measure and demonstrate a stream's response to rainfall
events, is very important, and project efforts should continue to
focus on this goal and that of usefulness in other training
activities. Separate funding and a formal link with an
experienced catchment research institution should be considered
for the future. The project work plan has staff fully committed
in other activities for the life of the project.

) dati #19: Under this project, no funds or human
resources should be used solely for long-term instrumented
catchment research. Emphasis should be on training and
demonstration. Separate funding and a formal link with an
experienced catchment research institution should be pursued by
the Watersheds subprogram. Instrumentation of Rio Tuis and La
Selva with a meteorological network and a stream gauge should be
given high priority if the area is to fill its role as an area
for CATIE students and staff to use for demonstration, teaching
and extension. Instrumented plots for modest soil eros‘an/land
treatment studies by students and staff should be installed at
the La Selva farm as soon as possible.

2. CATIE Graduate Dedree Proqram

The purpose of the master of science specialization in
watershed management is to develop a cadre of professional
leaders in the region, who are trained in a trecpical setting and
will remain in the region after graduation.

The PP calls for the development of a curriculum in
watershed management and its initiatives as a specialization
within the master's program at CATIE. Suggestions for courses -
and sequencing were provided in a training strategy report to
ROCAP, and these were incorporated into the project document. An
output of 30 master's graduates is called for by the project
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termination date (October 1988). Staff have beén given specific
course assignments in their job descriptions.

As called for, the master's specialization has been designed
and installed as part of the CATIE graduate program and within
the DRNR. The first seven students were admitted to the two-year
program and are to be graduated in February 1987. Their program
consists of four-and-a-half trimesters of coursework and three-
and-a-half trimesters devoted to a thesis. The backgrounds of
the first students in the program appear to coincide with those
visualized by the program planners. The students represent civil
engineering, general agriculture, agricultural engineering and
forestry, are of both sexes, and come from six countries.
Conversations with staff and students confirm the quality and
indicate that selection and admission processes are working well,

There was a delay of approximately one year in the actual
initiation of the program due to the need for a critical mass of
staff and for laying the foundation prior to accepting the first
students. Even now, not all of the staff with teaching and
advising responsibilities have been hired. Some courses (e.g.,
hydraulics) are being taught by temporary staff.

A large number of remedial or "leveling" courses such as
statistics, physics, mathematics, technical writing and English
language, are required because of the diverse and uneven
backgrounds of the students. This has the effect of greatly
reducing the option to take important electives. The core
required courses are appropriately oriented toward management and
planning, emphasizing the practical aspects. The ARD team
foresees that many students in other DRNR programs and other
CATIE departments may elect courses from the watersheds
curriculum, While this will add a burden to the overloaded
faculty, but will be very beneficial for agricultural and
forestry professionals in the region.

In terms of the actual course curriculum, it is very easy
for an evaluator to study a curriculum, pick flaws and identify a
number of his or her pet courses as being "gaps" if they have not
been included. The ARD team resisted this temptation. In
general, the team found that the course topics and content of the
master's program are sound and require only fine tuning. The
need for so many remedial courses is realistic, but it reduces
the opportunity to take more core courses to fill gaps and to
elect important courses in other departments to meet professional
deficiencies of students with the most common backgrounds (e.qg.,
forestry, general agriculture and engineering). Among the gaps
that have been identified in the ARD team's interactions with
country coordinators, other country professionals, CATIE staff
and the results of the ROCAP watershed management survey, are
courses in: air photo interpretation, map interpretation and
remote sensing; overview of water resources use and planning;
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watershed modeling as a system; geomorphology, erosion (including
mass movement) and sedimentation; sociology, institutions, land
tenure and crganizational behavior, The current students have
had essentially no electives in their first three trimesters.,
Several offerings in other departments (e.g., economics of
production, production and utilization of’' pastures, and agro-
ecosystems) would appear useful to those concerned with rural
land use in watersheds. The course in physical characteristics
of soil and its management is a required core course and is
taught in the Department of Plant Production, representing the
kind of cross-department activity the ARD team supports,

Finding #20Q: The course topics and content of the ‘master's
program are sound and require only fine tuning. The need for so
many remedial courses is realistic, but it reduces the
opportunity to take electives. The current students have had
essentially no electives in their first three semesters. The
course in physical characteristics of soil and its management is
a required core course and is taught in the Department of Plant
Production. This represents the kind of cross-department
activity the ARD team supports.

Recommendation #20: Although a curriculum committee was formed

in DRNR to shape the graduate program in conjunction with the
"training strategy" and Colorado State University consultants, a
continuing curriculum assessment committee has not been formed,
The ARD team recommends that such a committee be established and
that it be charged with the fine tuning that is required as
experience is gained.

The emphasis on the thesis, which is a requirement of
academic graduate programs, may present something of a problem in
this program, whose rationale in the PP and training strategy
paper is to produce professionals who can apply themselves to the
immediate short- and medium-term problems in watersheds in
Central America and Panama as well as other countries of Latin
America. Students are to carry out their theses research in
their home countries on real world problems. Three and a half
trimesters out of eight are devoted to the thesis. Counseling
and supervision by staff will represent a major burden under
these circumstances, in view of all of the staff's other
commitments for training and technical assistance. Students
winding up programs at the master's level are already
experiencing problems of completion within two years. To have 30
students complete master's programs with theses by October 1988
is a formidable venture. Several prestigious universities in the
United States (e.g., Cornell and Colorado State universities)
have developed special non-thesis degree programs with names such
as "master's of professional studies." These involve a
substantial special prcject of investigation on an applied toplc,
but not a formal thesis., The objective of thece programs--
professional upgrading for those who have been working for a
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number of years, or a redirection of interest, usually from one
discipline to a more general, integrative training--coincide very
well with the objectives of RTWMP support for a master's degree
in watershed management.

In addition, the emphasis on the thesis is seen as a major
obstacle to achieving several of the specified outputs in the PP,
such as numbers of students graduated and staff outputs in other
training and advisory service areas, in view of the major student
advising job that will be required,

Finding #21: The emphasis on the thesis presents a problem in
this program, whose rationale is to produce professionals to work
in watersheds on immediate short- and medium-term problems.
Counseling and supervision by staff will represent a major burden
under the current circumstances, in view of all of the staff's
other commitments for training and technical assistance. To have
30 students complete master's programs with theses by October
1988 is a formidable venture. Several prestigious universities
in the United States (e.g., Cornell and Colorado State
universities) have developed special non-thesis deqree programs
with names such as "master's of professional studies."™ The
objective of these programs--professional upgrading for those who
have been working for a number of years, or a redirection of
interest--coincide very well with the objectives of RTWMP support
for a master's degree in watershed management.

Recommendation #21: The ARD team strongly endorses the PP's

emphasis on applied training, rather than on a more academic
education, as best meeting the short- and medium-term needs in
Central America and Panama as well as other countries in Latin
America. Therefore, the team questions the emphasis on the
thesis. The ARD team recommends that the option of a non-thesis,
master of professional studies program be studied as better
meeting regional needs at this time, with students allowed either
course of study depending on their career objectives. According
to the Office of Postgraduate Studies and Training, this is not
an inconceivable development.

The number of graduate completions (30) by October 1988
called for in the PP is a major problem. By February 1987 there
will be at most seven completions. While it would be physically
possible to admit and turn out 23 students, this seems to the ARD
team to be an unrealistic target. The overlap in classes creates
an advising and thesis supervision load that is excessive in view
of all of the other duties of the staff specified in the job
descriptions for verifiable indicators of outputs. Moreover,
four of the staff with teaching commitments have not yet been
hired. The ARD team believes that the targeted output number
will severely reduce the quality of the graduate program. The
training strategy report to ROCAP, which was obviously of
considerable influence in shaping the graduate program,
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recommended 11 completions at CATIE and five in the United
States, This was changed to 30 completions at CATIE somewhere
along the line. 'Even if the number of completions were to be
reduced to 20 or 21, it would still be the largest specialization
within DRNR and would still represent a major portion of the
entire CATIE graduation student numbers (30 to 40 admissions per
year). Savings to the project by reduced numbers could be used
to further enhance the quality of program outputs in training by:
increasing and improving the quality of library holdings in
watershed management (now very inadequate); translating into
Spanish the important watershed reference materials; and funding
remedial coursework for students accepted into the graduate
program before they come to the CATIE campus (see next finding),

Finding #22: The 30 graduate completions called for in the PP is
a major problem., The ARD team believes that the targeted output
number will severely reduce the quality of the graduate program.
Savings to the project by reduced numbers could be used to
further enhance the quality of program outputs in training. For
example, the quality of library holdings in watershed management
could be improved, important watershed reference materials could
be translated, and remedial coursework for students before they
come to CATIE could be funded.

Recommendation #22: The ARD team feels that one of the

indicators of project output, namely 30 graduates from CATIE
within the project period, is not only unrealistic, but does not
well serve the project output of quality training for deveéloping
a cadre of professional leaders. The teanm suggests a reduction
in verifiable indicators to 20 or 21 master's completions at

CATIE.

In many cases, the need for many remedial or leveling
courses is real, but it represents a major drag on the program.
It effectively leaves the students with no electives in their
first three trimesters., The ARD team feels that it is important
for the students to be able to take electives in other program
areas in DRNR, and particularly in other departments at CATIE,
and has suggested some appropriate courses in Section D.l1. The
new CATIE linkage with many universities in the region may offer
an innovative way to handle some of this remedial work at
institutions in the student's home country after admission to,
but prior to entering the master's program at, CATIE,

Einding #23: The need for remedial courses is real, but

represents a major drag on the program. It leaves students with
virtually no electives.
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Recommendation #23: The ARD team suggests an investigation into
the possibility of the project funding tutoring or one or two
remedial courses for students accepted into the graduate program,
before their arrival on campus, so that they can make use of
electives at CATIE to increase the quality of their curriculum.

The requirement for at least four years of teaching
experience on the part of professors, the obvious competence seen
by the ARD team in the individuals with teaching
responsibilities, and the students' reactions to their courses
all indicate a potential for high-quality instruction and
faculty-student interaction. The content of the courses (the ARD
team was able to examine most of these) was mostly good, and in
some cases excellent, in the team's opinion. The potential for a
quality postgraduate program of technical training exists. There
are some countervailing problems. The sheer number of students
has already been discussed. The major time commitment of the
instructional staff specified in the job descriptions and the
specificity of numbers of short courses, workshops, seminars,
technical service assignments, training manuals and teaching
modules, and tailor-made programs of study for visiting scholars
and non-degree students, all place an overwhelming load on the
staff.

Fipndij #24: The major time commitment of the instructional
staff specified in the job descriptions and the specificity of
other RTWMP tasks place an overwhelming load on:the staff,

Recommendation #24: The teaching staff overload in terms of the
range of duties and the specific target numbers of various
activities should be reduced. Innovative ways should be probed
of using visiting scholars and short-term consultants and of more
effectively using assistants on the staff to meet some of the
targets in the PP,

3. Non-Dedgree or Non-CATIE Graduate Proaram

Within this category of training, there are provisions in
the PP for a visiting scholar program and a foreign study
program. The visiting scholar component provides support for up
to 10 recent master's graduates to spend up to six months at
CATIE. Each is to pursue a tailor-made program with some staff
member to orient them to tropical watershed management issues
since many of them have obtained their degrees at institutions in
the United States or other non-tropical countries.

The foreign study program has two components, one to provide
15 professionals (with or withcut master's degrees) with up-to
one year of graduate-level training at U.S. or Latin American
universities, and one to provide two scholarships for complete
master's programs at U.S. universities.
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Nothing has yet been initiated in either of these components
even though the implementation plan calls for initiation in
January 1985. These are valuable and valid components for RTWMP
support. Generally, the level of output seems realistic and
manageable by the staff, The foreign study program should not be
a major burden on the professional project staff.. Their input
and that of the country coordinator is needed for the selection
process, but the bulk of the workload falls in the administrative
and financial areas. In contrast, the visiting scholar program
will require more time investment by the staff, who are already
overloaded--especially the senior professional staff, who are
called upon specifically to plan and supervise the indivridually

designed programs.

Finding #25: Nothing has yet been initiated in either the non-
degree or non-CATIE graduate program activities, although the
implementation plan calls for initiation in January 1985. These
are valuable and valid components for RTWMP support. The foreign
study program should not be a major burden on the profe.sional
project staff, but the visiting scholar program may prove to be.

Recommendation #25: RTWMP staff should make realistic plans for

implementin< both of these activities., These programs are very
much behind schedule and need to be put in motion if they are to
meet the targeted outputs.

4, gShort Courses

According to the PP, the short course program is "the
project's most important outreach effort."™ The courses are
designed to improve the technical skills of national personnel
(technicians and professionals). The short courses are also to
be a vehicle for identifying candidates for other training
activities and especially for the graduate program.

The PP is amazingly specific. It requires the courses to
have a heavy practical emphasis and be divided as follows: 25
percent on basic concepts and principles; 25 percent on basic
techniques for treating the problems; and 50 percent on
application with hands-on exercises. Titles, content outlines,
and targeted participants (one-half from host country, one-half
from other countries) are spelled out for nine different
suggested short courses (Table 4, p. 30 of PP), Each course is
to have approximately 20 participants and be held an average of
twice over the project life. Moreover, the implementation plan
gives the target number of times each course will be offered
(e.g., data base enumeration, 10 courses; curriculum development,
one course) and suggests the timing in each of the years. This
accounts for 24 to 25 of the 27 or 28 total courses., From these,
10 short-course modules are to be developed, tested and improved,
and a total of 380 nationals trained. The job descriptions of
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the staff include specific responsibilities for short courses.
Supervision over the short-course component is expressly given to
the senior land-use specialist funded by ROCAP,

Four of the required 27 or 28 courses have been held. A
brief summary follows:

e Ffundamentals of Watershed Management--22

participants, all from Panama, upper level; held in
Panama; five days; six staff.

° S9il_QQn§gLxa&iQn_ﬁnd;lgghnglggz;lnanaﬁan--31
participants, all from Panama, middle and upper
level; held in Panama; four days; two staff.

[ i --21 participants,
all from Costa Rica, lower level; held in Costa
Rica; four days; seven staff,

@ Hydrologic Basis for Watershed Management--27
participants from seven countries, upper level; held
at CATIE; 10 days; 10 staff.

No "modules™ have been formally developed, tested and
improved.

Finding #26: It is difficult to reconcile the topics, scheduling
and country exclusivity of these four events with the .24 or 25
specific topics, and the lack of mixing of country participants
in three out of the four. They appear to have been developed on
an ad hoc basis, without much reference to the PP and without any
concrete priority plan developed by staff and country
coordinators. The lack of country committees has not permitted
this kind of advisory input into the short-course component. On
the other hand, the ARD team's examination of course content, the
involvement of several staff, and the very positive course
evaluations by the participants all lead the team to have a
feeling that these are on the right track, A significant and
continuing problem is the fact that the two data base staff and
the natural resource economist positions have not been filled,

. since they are responsible for over half of the courses suggested
in the PP. The PP appears too inflexible by spelling out so much

detail,
Recommendation #26: If the short-course program is to resemble

the PP in topics, scheduling and number of repeat offerings, the
data base and resource economist staff need to be aboard and
functioning as soon as possible. On the other hand, greater
course flexibility should be allowed. Now that some of the staff
and country coordinators are in place, representing a
considerable pool of varied experience and linkages, the ARD team
recommends that they be involved in planning a new set of
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priority topics and scheduling. It is suggested that the
coordinator of the short-course program be the ROCAP-funded land-
use specialist, as called for, rather than the project manager,
as seems to be the case. The short-course coordinator should be
mindful of the suggestion that only half of the participants be
from the host country and the balance from other countries, since
these are to be regionally interactive events.

5. Regional Workshops and Seminars

The PP calls for two specific seminars and one Qorkshop, all
to be region wide, held two or three times over the life of the
project, and to involve approximately 200 participants. These
are:

e Natural Resources Policy Seminar for Decision
Makers,

® Senior Professional Basic Management Seminar, and
e Central American Watershed Management Workshop.

The content and clientele are spelled out in the PP, which calls
for the workshop to be scheduled the last year of the project.
One seminar has been held at CATIE with 38 participants from
seven countries, and including 17 CATIE staff, on the topic of
"Systems Dynamics of Sustainable Resources Management,"
Evaluation was favorable, although interviews with course
participants indicated that it was not of practical use in their
jobs. Rather, it was perceived as a personally enlightening
course.,

The project objectives seem attainable in all ways. The ARD
team has no recommendations.

6. Study Tours

Thirty national professional, senior professional or
technical personnel are to be provided with the opportunity to
travel and study applied watershed management in Central America,
the Caribbean and in some cases, the United States, for up to two
weeks. One study tour to Colombia has been held, involving the
three country coordinators and 1l others, including any country
counterparts, The five-day site visit was to the integrated CVC
project. The ARD team feels that even though this study tour was
not in an "authorized" country, CVC was a sound choice, and thlS '
kind of flexibility is warranted.
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Finding #27: No clear process for RTWMP's prioritization of
short courses, workshops, seminars and study tours exists.

omendat 227: RTWMP staff, including country coordinators,
should evaluate short-term training opportunities or requests on
a monthly or quarterly basis. The review could include the
ranking of each opportunity according to a set of criteria agreed
upon by all RTWMP staff., Examples of such criteria are that the

training activity:

e link up with an important AID (or other donor)
project;

e create contact with a new and/or important agency;

e be a high priority of a country contact or advisory
committee;

e address an appropriate audience (e.g., high-level
technician, trainers, field technicians); and

e operate with the option of "buy-in" or cost-sharing.
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E. Advisory Services
This section addresses the general requirements, rather than

a specific task, of the Scope of Work.
According to the PP, the advisory services component is to:

", ..provide both short and long-term technical
assistance in areas requested by the national
institutions, USAID and other donors and build an
in-nouse capacity at CATIE to offer such assistance
after the project ends. (Further, this assistance
will]...improve watershed planning methodologies,
assist in the elaboration of watershed plans, and
provide computerized information including
statistics, geophysical descriptions and maps needed
for planning and policy decisions,"

This component addresses CATIE's stated technical
cooperation objective, which is to:

"...give technical cooperation to...member states
ana, eventually, to others [states] in the region,
in order to fortify national institutions in higher
education, research, and forestry, agriculture, and
livestock development.”

The PP envisions a very ambitious advisory services
component for RTWMP., According to the PP, this project component
is expected to include:

® establishment of one watershed management
methodology at each of four levels--national,
priority watershed, smaller watershed and
operational;

o development of and preparation of funding proposals
for five bankable watershed management plans,
including international watersheds;

@ evaluation of on-the-ground, improved, integrated
watershed management practices in at least two
projects;

e design and establishment of research programs in at
least two projects;

e completion of 60 technical advisory assignments
(average of two weeks each);
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® establishment and/or improvement of one national
data base system; and

e provision of information through simple request
forms,

Due to RTWMP's emphasis on training activities thus far, and
the relatively recent hiring of the country coordinators, staff
have spent little time on the advisory services component of the
project. Country coordinators have initiated some technical
advisory work in relation to the identification and
reconnaissance of priority watersheds. Thus, RTWMP is really
just beginning work on its advisory services component.

In general, the ARD evaluation team noted that the logical
framework lists several outputs that at times are unclear, overly
ambitious and/or insufficiently focused. In response, the team
believes it is timely to note a series of issues that RTWMP staff

should address:

® the need to focus advisory services on institutional
development;

@ clarification of the actual outputs and practicality
of the magnitude of outputs proposed in the PP; and

® the potential to develop a longer-term capability
for providing technical advisory services, including
the need for emphasizing cost-sharing and/or "buy-
ins," and the use of short-term consultants.

The institutiopal development element of the project appears

to be aimed at national and regional institutions responsible for
watershed management, by mandate, tradition or name. Such
institutions tend to be understood as those working in forestry
and natural resources, planning agencies, electric companies,
ministries of agriculture and national universities. Disciplines
often described as applicable are land~-use planning, resource
inventory and land classification, forest management, agro-
forestry, soil and water conservation, water resource
engineering, wildlands and wildlife management and protection,
and pollution control,

In the PP, institutions to be assisted have been divided
into primary and secondary categories depending on the degree of
their responsibility for watershed management. Apparently, there
is a third category having nothing to do with watershed
management. However, any and all physical development activity
by humans takes place on a watershed and influences the soil and
water conditions of a watershed. Even the areas of finance and
marketing influence physical activities on watersheds, and it is
often this third category that is the cause of the watershed
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"problems.” To the extent possible, RTWMP needs to focus on this
third category of institutions to provide their personnel with an
understanding of the concepts and technology of watershed
resources management. If RTIWMP is to meet its objectives, it
must seek t£o maintain contact with those regional, national and
local institutions working at practical levels, To do this,
RTWMP may have to reevaluate the PP concept of primary and
secondary institutions to ensure the inclusion of such
organizations as public works departments, the military, agrarian
reform agencies, agriculture and livestock production
associations, municipalities and technical agriculture schools,

The outputs proposed in the PP need some clarification, both

in terms of content and the expected magnitude of the output.

For example, tested watershed management planning methodologies
already exist for the various levels of interest. The
development and testing of new methodologies is time-consuming
and expensive. At most, RTWMP should investigate the possibility
of adapting existing planning methodologies to conditions in the

region,

With regard to bankable watershed management plans it should

be said that banks generally fund sectoral projects rather than
integrated plans. Further, depending on watershed size,
development anticipated and the area's complexity, the
formulation of such plans (even at the most rudimentary levels)
can take hundreds of thousands of dollars and several years to
complete, with little or no assurance of implementation. ' This is
no less true for international watersheds~-indeed, this type of
effort will be even more complex and time-consuming. The ARD
team believes that the outputs should be scaled down
considerably, choosing only those watersheds that are relatively
simple in terms of variety of resource uses, and reducing the
emphasis on international watersheds.

The PP mentions as an output the evaluation of on-the=
around, improved, integrated watershed management practices for
at least two projects., This may be difficult to accomplish in a
two~ or three-year period since it usually requires long-term
data collection, particularly on biophysical measures. It is,
however, a very appropriate activity for RTWMP and one thac might
be accomplished through coordination with either of the AID-
funded bilateral projects in Panama or Honduras. In fact, in
Honduras, technical staff have indicated an interest in
collaborating with RTWMP in this area. This may also be a way of
accomplishing another output mentioned in the PP, the design and

establishment of research programs in at least two proiects.

Probably the most ambitious of the proposed outputs is to

have 60 technical advisory assignments completed (at an average

of two weeks each) by the end of the project. The evaluation
team believes that RIWMP can only achieve this objective if two
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conditions are met--all project staff proposed in the PP must be
hired as soon as possible, and RTWMP must develop a roster of
qualified and trusted consultants to assist in the completion of
advisory service tasks.

The PP also mentions having sme_na_tmnﬁl_dam_baﬁi_axsm

b and ed. There is ample opportunity for
RTWMP to achieve this goal., However, it is very important that a
data base specialist be hired if this service is to be provided.
Discussions with country-level officials made it clear that
substantial efforts have been made in terms of data base
development. The problem is that the data bases developed have
not proven very practical. Hence, the ARD team believes that the
project should focus on identifying what past work has taken
place and where the best opportunity is for creating a useful
data base capability from existing material resources. RTWMP
should be very careful not to attempt complete funding of a data
base facility since that would be beyond the project's resources,

Tied to the development of the RTWMP project information
center is the capability to provide information through simple
request forms. This objective is realistic and should nave been
achieved already. The fact that it has not been achieved is due
to the instructional design and materials specialist's
involvement in training activities and lack of focus on the
information center. The specialist should focus on achieving
this objective during the next quarter. A related issue, not
discussed in the PP, but perceived as necessary by the ARD team,
is the production of final consultancy reports. There should be
an accepted practice within RTWMP that all staff or consultants
working on an advisory services activity prepare a final
consultancy report, Such reports should be produced on RTWMP
letterhead that includes a project logo on the cover, and
circulated to specialists at AID central and bilateral offices,
UN-related organizations, OAS and national agencies.

Finding #28: To date, RTWMP has accumulated little experience in
the provision of advisory services. 1In the future, it is
possible that technical assistance will be given in subject areas
which are not priorities of overall project objectives. "Free"
technical assistance is tempting to institutions on tight
budgets. An analysis of the PP, as well as past and current
activities, suggests that:

@ the advisory services component may not focus
sufficiently on the project purpose of institutional
development--currently, advisory services can only
be offered in the areas of watershed management that
do not lead to institutional development: )
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because of the PP definition of primary and
secondary agencies, other agencies with significant
impacts on watershed structure and function may not
be reached by the advisory services component, even
{ hough they woulid be amenable to institutional
levelopment efforts in terms of watershed management
concepts and technology; and

the advisory services component may be too complex
and grandiose, given existing RTWMP personnel
resources.,

Recommendation #28: The advisory services component of RTWMP

should concentrate on improving institutional capacity in Central
America and Panama. It is recommended that RTWMP:

seek to maintain contact with those regional,
national and local institutions that work at
practical levels and undertake activities that

influence watershed belavior;

reevaluate the concept of primary and secondary
institutions to ensure the inclusion of institutions
such as public works departments, the military,
agrarian reform agencies, agriculture and livestock
production associations, municipalities and
technlcal agriculture schools;

reevaluate project outputs in the logical framework,
omitting entirely the consideration of international
watersheds and choosing only those watersheds that
are relatively simple in terms of variety of
resource uses;

consider the use of more short~term consultants to
achieve technical advisory service objectives,
including professionals from other CATIE departments
and offices, as well as individuals outside of CATIE
(e.g., universities, independent consultants,
consulting firms, etc.);

assemble a short~-term committee, made up of project
staff (including country coordinators) and chaired
by the project manager, to establish selection
criteria for the advisory services that RTWMP will
undertake-~criteria to be considered include
geographical context for transferability (regicnal,
national, local), training and institutional
development context, services to agencies or
institutions that "create"™ rather then manage
watershed "problems," visibility of the project and
relative potential for success; and
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ensure that enever a technical advisory activity
takes place,{a final consultancy report is produced
with an RTWMP logo and circulated to appropriate
individuals/and national or international agencies--
a copy of each report should reside at the RTWMP

publications office.
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F. Data Base and Information Systems

This section focuses on two major elements of RTWMP's
support services component: the data base and the project
information office. In addition, Tasks 7. 8a and 8b of the scope

of work are covered in this section., They acre:

"Determine whether relationships between CATIE and
international public and private organizations such
as the Food and Agriculture Organization (FAO)} and
the United Nations Environment Program (UNEP) are
being developed for joint collaboration in
publication and dissemination of watershed

information."

"Review reports and proiect documents to determine
(a) whether they are prepared in a fashion which
makes clear what CATIE and national agencies are
doing, and whether they are used internally in an
appropriate and efficient manner; (b) whether the
bilateral USAID missions, host=-country officals and
AID/W are sufficiently aware of project activities
and reports,"”

1. Data Base

Development of a data base at CATIE is proposed in the PP.
This is to include:

® a computerized reference library,

e a map and photo collection/geographic data base
system,

® watershed-management descriptive tables, and

e simulation programs.

In order to implement these activities, a data base specialist
was to be hired to work with RTWMP country coordinators, their
national counterparts, CATIE computer center staff and RTWMP

staff.
The PP envisions organization of a computerized reference

library to house a collection of all known documentation relating
to watershed managoment in Central America, Panama and other
tropical areas, as well as principal texts and journals relevant
to watershed management in general. Computerization of the
library is intended to enable rapid information retrieval,
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literature searches and regular distribution to national
institutions. :

To date, this library has not been set up. Books and other
reference materials have been purchased by the project, but are
not organized systematically. This lack of organization is
largely due to the fact that the data base specialist has not
been hired, nor has the needed computer equipment been acquired.
In general, the organization of the library is perceived by RTWMP
staff as a major responsibility of the data base specialist.
Given the other responsibilities of the RTWMP staff, this seems

appropriate,

A larger question facing the project is how this reference
library is to be organized and what its relationship should be
with the main CATIE library and INFORAT (Information and
Documentation for Tropical America). Altho'igh the main CATIE
library contains many references related to watershed management,
the collections specifically treating this subject are dated and
do not'include a number of important or recent reference works.
This library is not yet computerized. INFORAT, a computerized
service developed with funding from the Swiss government, was
established at CATIE as a publications service. Much of its
emphasis thus far has been on agroforestry.

In terms of RTIWMP, both INFORAT and the main CATIE library
could be valuable resources for the project. INFORAT's computer
capabilities serve as an important model for RTWMP's planned
computerized library. In fact, RTWMP might simply add its
resources to INFORAT instead of setting up a separate system.
The main CATIE library should ultimately contain all the
important references acquired by the project.

1 a

The
discussed in the PP is intended to improve the existing
geographic information system capabilities at CATIE, This is to

involve:

e purchasing a digitizer so that existing maps can be
codified and added to the existing CATIE data base;

e purchasing and installing a multicolor plotter to
improve the quality of maps produced at CATIE for
planning purposes; and

® hiring a data base system specialist to assist the
CATIE computer center and RTWMP staff in improving
the utility of the existing CRIES geographic
information system by helping to produce user guides
and updated maps, and facilitating the link between
CATIE services and country-level activities,
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To date, the only progress on the above activities is that
recruitment of the data base system specialist for RTWMP has
bequn, and a list of equipment on which procurement firms can
bid, including the digitizer and plotter, has been developed.
This is another area in which RTWMP staff are relying on the data
base management specialist to implement almost all activities.

ARD's team leader attempted to assess how this activity and
the equipment to be acquired are intended to contribute to
achievement of the project purpose. RTWMP and ROCAP staff
emphasized repeatedly that the primary value is for training at
CATIE and, secondarily, providing services to country-specific
agencies, However, review of the PP and a background paper by
Dietmar Rose, which contributed to development of the PP, shows
that a primary emphasis of this activity is provision of services
to planners and agency staff in projiect countries, not training
at CATIE., After this review and discussions with a number of
specialists, it is not clear that establishing this capability at
CATIE will provide a needed service for country-level programs.
It may be possible, hut a more detailed analysis of country-level
needs seems appropriate. The following issues should be

considered:

® Is the level of technology appropriate and necessary
for addressing high-priority planning and mapping
problems related to watershed management in RTWMP
project countries?

® What amount of time should be spent on developing a
large inventory of maps and a regional-level mapping
capability (at CATIE) versus improving the utility
of existing maps at the national level?

e If the equipment envisioned in the PP is purchased
and installed, what is. its value for training when
such equipment is virtually nonexistent at the
country level?

® Given RTWMP's limited resources and the fact that
only three years remain of the project, what can it
realistically be expected to accomplish in this
regard?

ROCAP has requested assistance from a remote-sensing
organization in the United States to clarify these issues,
particularly the first., The ARD team did not have sufficient
time or experience to provide a detailed analy51s. Undoubtedly, .
clarification of the purpose of this activity is necessary.
Also, ROCAP and CATIE should use caution to ensure that analysis
of this activity focuses on real problems and needs in RTWMP
countries and at CATIE, not just on advocating more modern
technology.
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Watershed-related descriptive tables are iﬁcluded in the

support services component of the PP, This element involves
development of a wide range of tables, including indices for maps
and photos, watershed-management inventory techniques, and
follow-up and evaluation of training participants. The
simulation programs are mentioned in the PP in name only--their
expected contribution to the project is not clear. A number of
simulation programs have been gathered by the project (through
contacts with Dartmouth College) and are being used primarily for

training.

Both the watershed-management descriptive tables and the
simulation programs suffer from the same general problem
confronting RTWMP as a whole: what should the project focus on
in collecting these tables or programs? Clearly, the development
of a large information rescurce at CATIE, including descriptive
tables and simulation programs, could be rationalized for either
training or country-specific technical assistance purposes,
However, priorities must be set for these activities. For
example, in the PP the primary emphasis of descriptive tables
appears to ke their use in providing technical assistance to
project countries. In contrast, although the PP contains no
detailed discussion of the value of the simulation programs,
their best use appears to be for training. In each case,
priority needs should be assessed in terms of training or
technical assistance, and the focus of the data base management
specialist should reflect these priorities.

Finding #29: The PP envisioned that this component would allow
CATIE to become a regional center of information and data on
watershed management. The major question here is whether the
development of such a center at the subprogram level would be an
unnecessary duplication of effort at CATIE. To date, little
coordination of this effort with other departments has taken
place. The delay in hiring the data base management specialist
has been given as the main reason for this lack of coordination.
INFORAT has already established a computerized bibliographic
reference service, and RTWMP has contributed resources to the
service and plans to use it. At the time of this evaluation, no
report was available that clearly explained the justificatica for
the purchase of a geographic information system (GIS) or its link
to project purpose or national-level project priorities,

Racommendation #29: With the exception of funds from the data

base budget that have been allocated for simulation programs, map
and photo collection, training of country personnel in data base
acquisition and management, and the project information office,
the data base resources assigned to this project should be placed
in the fund for development of a centralized capability in data
base management at CATIE, with the condition that these resources
be used in providing for the data needs of the project as
outlined in the PP, Particular emphasis should be placed on
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expanding technical library holdings in watershed resources
management. The project, and the Watersheds subprogram, should
also consider funding the translation of important references
into Spanish for use in teaching and training activities. Based
on GIS experience in other countries, the project should
carefully weigh the advantages and disadvantages of purchasing

such a system,

2. Project Information Qffice

As of mid-1985, the project information office (PIO) is to
work with RTWMP staff and national coordinators in developing:

® press releases,

© a regional newsletter,

© articles and letters for professional journals, and
¢ displays and demonstrations,

It is intended that the PIO, under direction of the
instructional design and materials specialist, be a central point
for responding to information inquiries and carrying out
activities that promote awareness of watershed resources
management. It is also expected to relieve pressure on technical
specialists during production of both technical and layman-
oriented documents., Beginning in January 1986, the PIO is
expected to publish and distribute training modules to the
region, the rest of Latin America, and to international/bilateral
agencies. As part of its advisory services component, in July
1986, RTWMP is to begin preparing case studies and other
publications (manuals, plans, etc.) for distribution.

The PIO proposed in the PP has not been organized.
However, the project has prepared a general brochure which
effectively describes the general purpose, components and
potential activities of the project. Apparently, this brochure
is proving to be of value to all project staff, especially
national coordinators who constantly need such a document in
their activities. Unfortunately, there has been no systematic
effort to publish or distribute other project documents. No
consistent report/document format or numbering system has been
developed (although some staff have developed their own), and
little organized circulation of materials takes place outside of
the RTWMP offices at CATIE.

The PP envisioned the quarterly project report being used to
explain the progress of RTWMP to interested parties (e.g.,
project advisory committees, AID missions and host-country
agencies). Unfortunately, the quarterly project report is
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presented in a format responsive to AID reporting procedures. As
such it is not suitable.for wider non-staff circulation. Also,
contrary to the PP, no annual project evaluation report has been
prepared. As discussed previcusly, the ARD team is not sure that
an annual evaluation report, prepared for project management
purposes, should be used by RTWMP as a general information source
on project progress or activities. If such an annual report is
necessary, and the ARD team believes it could be valuable, then
it should be descriptive in nature, not evaluative. Such a
document would go into fuller detail on how the project has
helped relevant countries, what training activities have taken
place, what is expected to happen and, ultimately, the type of
continuing services that CATIE will provide. '

One problem that RTWMP will have to face soon is the lack of
specificity in project documents regarding how, and under what
financial arrangements, these activities are to occur. One
result of this omission is easily seen~-the publication and
dissemination of 20 course modules at a cost of $10,000 each
would exhaust project funding under this item without treating in
any way the remaining four activities. Obviously, some outside
funding will be needed if the entire range of publication
activities is to be accomplished,

In the scope of work for this evaluation, the ARD team was
also asked to gauge the awareness of AID missions, host-country
officials and AID/Washington of RTWMP activities and reports.
AID missions and host-country officials are aware of the general
project brochure but of little, if anything, else in terms of
project documents or information. This is not the fault of the
national coordinators. Rather, the information activities of the
CATIE~based project staff have been too dispersed. Through
telephone interviews, the evaluation team tried to gauge
AID/Washington's awareness of project activities and reports.
While some staff were aware of the project, they had received
little or no information about RTWMP.

The ARD team was also asked to look for evidence of working
relationships with international organizations, such as UNEP and
FAO, with regard to publication and dissemination of watershed
information. However, there is no reference in the PP to the
need to create such relationships for these purposes.
Nevertheless, a letter of intent has been signed with the natural
resources department of the Economic Commission for Latin America
(ECLA) which proposes that RTWMP be responsible for one or two
chapters in an upcoming watershed management book to be published
by ECLA,

Finding #30: Although there is no reference in the logical
framework or project information plan to working relationships
with international organizations for publication and information
dissemination purposes, several related activities are to begin

83



in early to mid-1986, while others were to begin in early to mid-
1985 (annotated bibliographies and reference lists, project
technical reports, articles for general conservation magazines,
newsletters, bulletins, etc.). A letter of intent has been
signed with the natural resources department of ECLA proposing
publication of project material in an upcoming book. Lack of
further progress can be traced to the fact that the PP does not
provide specific information regarding how and under what
financial arrangements these activities are to take place. There
is no publication strateqy to treat such problems as:

e a lack of funding for publishing the full range of
project-generated material,

® wide qualitative differences in the content and
presentation of project documents to date,

e overlap and unclear definition of individual staff
responsibilities with regard to publication,

e a potentldlly large amount of valuable information
languishing in the files of individual staff
members, and

® an absence of coordination with other CATIE offices
in terms of publishing activities.

Recommendation #30: A committee responsible to the project

manager and chaired by another project staff member (possibly the
project administrative assistant) should be established
immediately. The committee should develop a publication strategy
to: a) insure the high quality of all documents generated by the
project; b) establish cooperative funding mechanisms; c) define
responsibilities of project staff and the CATIE publication unit
regarding project publications; d) explore ways to cooperate and
consolidate these activities with other departments and programs
within CATIE; e) assist authors in the review process; and

f) help decide on suitable journals, etc., in which the material
may be published.

Finding #31: The project information office proposed in the PP
has not been organized. The project has prepared a general
brochure which is valuable for all project staff, especially
national coordinators. However, there has been no systematic
‘effort to publish or distribute other project documents. No
consistent report/document format or numbering system has been
developed (although some staff have developed their own), and
little organized circulation of materials takes place. The
quarterly project report is not suitable for wider non-staff
circulation, and no annual project evaluation report has been
prepared. AID missions and host-country officials are aware of
the general project brochure, but little else. The national
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coordinators are not responsible for this; information
dissemination activities have suffered from lack of attention and
designated staff at CATIE. The evaluation team was not able to
gauge AID/Washingtonfs_awareness of project activities and

reports.

Recommendation #31: The prbject should develop a consistent

format and numbering system for its reports and other documents.
There should be a designated place in the office for displaying
these documents, and national coordinators should have similar
displays. A prose-style summary of the quarterly report should
be developed for wider circulation to national agencies, .AID
missions and offices, and international organizations. RTWMP
should designate or hire someone immediately to develop the
information materials, system and center. This individual might
visit the AID-funded WASH (Water and Sanitation for Health)
project office and AID's Development Information Ynit in
Washington, D.C., to gain a better understanding of how such a

facility might work. '
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APPENDIX A

Statement of Work

The contractor shall provide the following short-term
evaluation services to ROCAP and CATIE.

A. General

1.

The contractor should conduct an initial evaluation of
the Regional Tropical Watershed Management (RTWM)

project, 596-0106.

The evaluation will ascertain CATIE's present and
projected capabilities to carry out training, support
services and advisory services in accord with, the
project purpose of improving institutional capacity in
Central America and Panama for .managing the region's
watershed resources. The effectiveness of CATIE's
liaison and cooperation with national agencies and
networking with other organizations active in
watershed management will similarly be assessed.

The evaluation will represent an in-depth review of
the administrative, technical, organizational,
planning, and operational aspects of the project to
determine whether flaws exist that could impede
achievement of the project purpose by the end of the
project. The evaluation will review the project's
organizational structure, staffing pattern and the
spacific project management technicues being employed
and where necessary wWill suggest possible
reorientatlon or corrective measures. Also, the
degree of success in initiating the project as planned
in the project paper and in implementing the project
according to the 1984 and 1985 work plans will be
assessed,

The evaluation should assess the effects of any
external and unanticipated actions and/or events on
project performance and suggest, corrective measures,

i.f any.
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8.

Specific

The evaluation team will:

l.

Work closely with the Director of CATIE and his staff€,
the head of the Renewable Natural Resources
Department, the head of the Wildlands and Watershed
Program, the head of the Postgraduate Studies and
Training Department, and the RTWM project staff in
evaluating this project. The principal target
audience for the recommendations of the evaluaton is
CATIE and primarily the RTWM project staff.
Recommendations should be formulated in such a way as
to allow CATIE to make readjustments and refinements

in project design and procedures.

Conduct a technical review of the Rio Tuis
Watershed/Hydrological pilot demonstration activity in
Costa Rica and its role in meeting the objectives of
the project. Assess current plans for its development
and level of effort required. Suggest improvements,

. £ needed.

Conduct a technical review of the new watershed
management graduate curriculum as it relates to the
RTWM Project, its content and gquality, and where
problems exist suggest corrective actions.

Examine regional linkages and information gathering
and exchange mechanisms between CATIE and counterpart
national agencies. Suggest possible areas and ways in
which information exchange, and the provision of
support services and technical services could be

improved.

Evaluate methodologies and procedures used by the
project manager, the professional staff at CATIE, and
the country coordinators to make and cargy out
technical and administrative decisicns. Assess how
project decisions are macde and 1mplemented at
different levels in CATIE and between CATIE and ROCA?,

.and suggest ways of improving it to insure that

individual decisions ace consistent with the.overall
objectives of the project.



6.

10.

l1.

Assess: (a.) The organization and effectiveness of
the RTWM ithin. the cucrent Structure of CATIE, and
specifically its location within the Wildlands and
Watershed Program Programa de Areas Silvestres y
Cuencas (PASC) of the Departamento de Recursos
Naturales y Renovables (DRNR); is this organizational
scheme effective and if not, how should it be
changed?; (b.) The implementation of individual
workplans and operational planning, and suggest ways
to increase their effectiveness; (c.) The mechanisms
currently employed to prioritize project actions to
avoid overextension of project resources.

Determine whether relationships between CATIE and
international public and private organizations such as
the Food and Agriculture Organization (FAO) and the
United Nations Environmental Program (UNEP) are being
developed for joint collaboration in publication and

dissemination of watershed information.

Review reports and project documents to determine:

(a) whether they are prepared in a fashion that makes
clear what CATIE and national agencies are doing, and
whether they are used internally in an appropriate and
efficient manner; (b) whether the bilateral USAID
missions, host counctry officials and AID/W are
sufficiently aware of project activities and reports;
(c) the status of annual evaluation reports to be
prepared by CATIE in accordance with the project
pPaper; (d) how information management can be improved.

Examine presently planned levels of financial
contributions by CATIE, national agencies, and ROCAP
and assess whether they are sufficient co achieve thne
project purpose. If the availability of human and/or
financial resources is a constraint, make
recommendations on what can and should be done to
relieve the situation. Assess present CATIE
telationships with other donors and possible future
oneés as a mechanism to promote RTWH
self-sustainabilicy in the future,

Analyze the relacionship of this project to other
AID-funded watersned/natural resources projects at the
country level jin Costa Rica, Panama and Honduras and

recommend how telationships could be fortified,

Zvaluate current practices relating to cooperation and
the sharing of resources by RTWM with other prtograms,
projects or activities within CATIE. Comment on their
effectiveness and, 1f necessary, suggest how

this cooperation can be improved (e.g. hiring of

personnel, use of vehicles, etc.),. Suggest mechanisms
Lo increase Ilnterdisciplinary work to strenthen future

intgrgrated watershed management actions of the
project.,
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CATASTRO, Honduras natural resources
department chief

CATIE, master's student

RENARE/Panama

IDAAN/Panama

I1ICA/Costa Rica

CATIE, acting chief of Wildlands subprogram
IRHE/Panama

CATASTRO, Honduras natural resources chief
CATIE, chief of agro-forestry program
CATIE, chairman of DRNR

AHE/Honduras, director

CATIE, animal production specialist
CATIE, silviculture program chief
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IDAAN/Panama
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ENEE, Honduras civil engineer department
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external finances
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MIDA/Panama

MIDA/Panama ,
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ICE/Costa Rica

CATIE/RTWMP, soil and water conservation and
hydrology technical assistant

CATIE, animal production specialist
CATIE, chief of plant production

ROCAP project officer
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RENARE/Panama

CATIE, master's student

CATIE, wildlands specialist
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