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ABSTRACT

Mid-Course EvaluatIon
The EnvIronmental Trammg Project for Central and Eastern Europe

Project No 180-0041 Authonzed 5/14/91

ETP was authonzed m May 1991 and was mitiated m February 1992 as a $110 mIllIon,
regIOnal-Wide, five-year program Through a four-member ConsortIUm led by the UmversIty of
Mmnesota's Hubert H Humphrey Institute (UMlHHHI), It has prOVided trammg m SIX CEE republIcs
Slovakia, the Czech Repubhc, Hungary-:-Poland, Bulgana, and Romania ETP field activities were
evaluated by a three-person team from Associates 10 Rural Development, Inc (ARD) only 10 the latter
three countnes (August-October 1994) to prOVide a cross-cuttmg sample of project progress The
purpose of the project was to tram environmental Non-Governmental OrganizatIOns (NGOs), emergmg
environmental busmesses, umts of local and regIOnal government, and trammg mstItutIOns to mcrease
their capaCity to do relevant and effective work mitIgatmg envIronmental problems and mfluencmg
environmental pohcles and programs

The evaluators conducted over 500 mdividual and group field mterviews with project
adffilmstrators, tramers, and tramees, With the country OARs They also mterviewed officials of host
country pubhc and pnvate environmental organizations as well as U S and the CEE-based Consortium
partners [the Institute for Sustamable Commumties (ISC), the World WIldhfe Fund (WWF), and the
Center for Hazardous Matenals Research (CHMR)], relevant USAID and US EPA officers, personnel
of other USAID-funded envlConmental actiVities, and a vanety of other donors, agencies, and groups
active 10 the sector

Their major findIngs were that the ETP has deSIgned and Implemented a highly effective
tramIng methodology--intenslve, mteractlve, cross-sectoral partiCipatory, problem-solvmg onented
workshops It has reached ItS target audiences 10 slgmficant enough numbers to develop a cntIcal
mass of key activists 10 the sector The Impressive network of course alumni 10 each country IS
actively engaged 10 Important environmental actIOn and pohcy work and IS havmg measurable Impact
In theIr sub-regIOns withm each country The sub-regIOn targetmg has produced an Impressive non
governmental CoordmatIOn CouncIl 10 Bulgana's Yantra RIver Basm that IS actively engagmg
mdustry, government, and the publIcs 10 mtegrated actIOn to systematically improve the regIOn's
ecology Siffillarly, regIOnal coordmated action is takmg place, due to ETP teamIng, In Romania's
Arges River Basm and the SibIU and Ploestl areas In Poland, focused on the KatOWice "black
tnangle" regIOn, ETP alumnI are drawIng on Pohsh EnVIronmental Funds and donor resources for a
vanety of sigmficant actiVities to remedy the ecological disasters 10 that mdustnal regIOn ETP's most
slgmficant Impact has been 10 fortifymg and stimulatIng NGO ImtIatIve throughout the CEE regIOn

At mid-course the project needs to make several major correctIOns The Cooperative
Agreement should be amended to reflect the decentrahzatIOn of project management ImplementatIOn
processes that have evolved as a result of the SEED Act of 1992, MISSIOn Order 103, and the
mcreased capaCIty of the Consortium's In-Country CoordmatIOn offices to manage the program
UMlHHHI's turgid, mefficlent finanCial management procedures must be streaml10ed A
comprehensIve Management InformatIOn System IS needed to Improve current management to
effectIvely track partICIpants and theIr post-trammg Impact on envIronmental Issues, and to proVIde
hard feedback data for project analYSIS, evaluation, and actIons to Improve ItS actiVIties More local
tramers usmg ETP methodologIes need to be tramed, more cost-effeCtive short courses (non
reSidentIal) need to be developed, and addItIonal locally relevant reference and case matenals need to
be offered m most courses
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FOREWORD
A Note on the Purpose and Methodology of ThIs EvaluatIon

wIth Acknowledgments

This IS a report on a mId-course, formatIve evaluatIon of USAID's EnVIronmental Trammg
Project (ETP) for Central and Eastern Europe (CEE) ETP was ImtIated m February 1992 as a $11 0
mIllIon SIx-country, five-year program This evaluatIon comes 10 the mIddle of ETP's thIrd
operational year For two mtensIve months dunng August-October 1994 a three-person evaluatIOn
team from ASSOcIates m Rural Development, Inc (ARD) gathered project documentatIon and
conducted an intensIve fact findmg and field analySIS to assess ETP s progress and to suggest how the
project S fmal years mIght be more effectIve The task took the team from USAIDlWashmgton to
ETP ConsortIum headquarters at the Hubert H Humphrey Institute (HHHI) of the Umverslty of
Mmnesota (UM) and then to ETP field actIOn areas 10 three of the SIX CEE countnes served Poland
BulgarIa, and RomanIa We conducted over 500 indIVIdual and group interviews WIth project
admlmstrators, tramers and trainees field USAID officers and offiCIals of host-country publIc and
pnvate environmental organIzatIOns The team did not VISIt the Czech RepublIc, Hungary or Slovakia
though detal1ed reports on ETP operatIons there were reviewed We beheve that our generalized
flndmgs apply to the project as a whole though some exceptIons may be allowed for those SItes we
dId not see fIrst-hand

At the end of each country survey (about two weeks m each) a draft report was reviewed With
the RepresentatIve and the OAR staff On return to the US m October the team consolIdated ItS
fIndmgs and met WIth all ConsortIUm members and ETP In-Country Coordmators from all SIX CEE
republIcs at a group retreat In Mmnesota We bnefed the group on our findmgs and recommendatIOns
while at the same tIme receIvmg valuable feedback and additIOnal informatIOn A debnefing of
USAID offICIals followed In Washington A summary draft report was then submItted to USAID and
the ConsortIUm members 10 early November 1994 Many readers of these mItIal reports and
partICIpants In the bnefings have prOVIded Invaluable commentary and addItional factual mformatlOn
whIch have been drawn on 10 the preparatIOn of thIS final report Richard Llroff of WWF and JIm
Perry and Zblgmew Bochmarz of UMlHHI gave us mSlghtful reactIons and missing data that we hope
are duly reflected here We are grateful for the thoughtful contnbutIons from all ConsortIum
members Our particular appreCiation, however goes to the scores of Poles, Bulganans, and
Romamans whose hospltabty, frank diSCUSSions, and inSIghts made thiS a challenging aSSIgnment and a
great learnmg expenence

We want to express our speCIal thanks to Dr Wleslaw Chodasewlcz ICC Poland/KatOWice
and hIS colleague AndrzeJ DroszczlICC Warsaw to Ms Krustlna Mandova, ICC Bulgana, and to
Rodlca Stefanescu, ICC RomanIa TheIr consummate professlOnahsm 10 handlIng our In-country
travel arrangements and round-the-clock appointment schedules was only exceeded by theIr personal
kmdness attentIon and unendmg hospltahty In addItiOn, we want to thank Mr Randy ZImmermann,
ETP A.dmmlstrator at UMJHHI, who coordmated our overall movements WIth the ICCs as well as our
two VISitS With the ConsortIUm To Ms Lon Freer USAIDIENIlEEUDIENR Project Officer for ETP
we are espeCially grateful for pre-departure gUidance m-course counsel and for onentmg us to our
task and actmg as our feedback loop for cntlcal comments on our draft reports Fmally our speCIal
thanks to Ms Janet Ice from USAIDIENI EvaluatIOn who Jomed our team for a week In Bulgana and
then returned to Washmgton to adjust our work authonzatlon to allow tIme to touch most of the
uncovered bases

Any errors of fact m thIS report are the sole responslbl1Ity of the authors All opmIOns
conclUSIOns and recommendatIons presented here are those of the evaluatIon team unless clearly
attnbuted to theIr source m the text



•

•

•

•

•

•

•

•

•

•

ABSTRACTIEXECUTIVE SUMMARY

Mid-Course Evaluation
The Envrronmental Trammg Project for Central and Eastern Europe

Project No 180-0041 Authonzed 5/14/91

ETP was authonzed 10 May 1991 and was Imtlated m February 1992 as a $11 0 millIon
regIOnal-wide five-year program Through a four-member ConsortIUm led by the Umverslty of
Mmnesota's Hubert H Humphrey Institute (UMlHHHl) It has prOVided trammg 10 SIX CEE repubhcs
Slovakia the Czech Repubhc, Hungary Poland, Bulgana, and Romanta ETP field activities were
evaluated by a three-person team from ASSOCiates 10 Rural Development, Inc (ARD) only In the latter
three countnes (August-October 1994) to proVide a cross-cuttmg sample of project progress The
purpose of the project was to tram environmental Non-Governmental OrganizatIOns (NGOs) emergmg
environmental busmesses umts of local and regIOnal government, and trammg mstitutlOns to mcrease
theIr capaCIty to do relevant and effectIve work mltlgatmg envIronmental problems and mfluencmg
envIronmental polICIes and programs

The evaluators conducted over 500 mdlvldual and group field mtervlews With project
admIOlstrators, tramers, and tramees WIth the country OARs They also mtervlewed offiCIals of host
country publIc and pnvate environmental organizations as well as U S and the CEE-based ConsortIUm
partners [the InstItute for Sustamable Commumtles (ISC), the World Wtldhfe Fund (WWF) and the
Center for Hazardous Matenals Research (CHMR)], relevant USAID and US EPA officers, personnel
of other USAID-funded envIronmental actlVltles, and a vanety of other donors, agenCIes, and groups
active 10 the sector

TheIr major findmgs were that the ETP has deSigned and Implemented a highly effectIve
trammg methodology--mtenslve, mteractive, cross-sectoral partICIpatory, problem-solvmg onented
work~hops It has reached its target audiences m sIgmficant enough numbers to develop a cntlcal
mass of key actIVIsts 10 the sector The ImpreSSIve network of course alumm 10 each country IS
actively engaged 10 Important envIronmental actIOn and pohcy work and IS havmg measurable Impact
10 their sub-regIOns wlthm each country The sub-regIOn targetmg has produced an ImpreSSIve non
governmental Coordmatlon Counctl 10 Bulgana s Yantra RIver Basm that IS actively engagmg
mdustrv, government, and the pubhcs 10 mtegrated actIon to systematIcally Improve the regIOn's
ecology Similarly, regIOnal coordmated actIon IS takmg place, due to ETP trammg, 10 Romama s
Arges RIver Basm and the SlblU and PloestI areas In Poland, focused on the KatOWice "black
tnangle regIOn, ETP alumm are drawmg on PolIsh EnVIronmental Funds and donor resources for a
vanety of slgmficant actIVItIes to remedy the ecological dIsasters 10 that mdustnal regIOn ETP's most
slgmficant Impact has been m fortlfymg and stlmulatmg NGO Imttatlve throughout the CEE regIOn

At mId-course the project needs to make several major corrections The Cooperative
Agreement should be amended to reflect the decentralIzatIOn of project management ImplementatIOn
processes that have evolved as a result of the SEED Act of 1992, MISSIon Order 103, and the
mcreased capaCIty of the ConsortIUm sIn-Country Coordmatlon offices to manage the program
UMIHHHI s turgId mefflclent finanCial management procedures must be streamlIned A
comprehenSIve Management InformatIon System IS needed to Improve current management to
effectIvely track participants and their post-trammg Impact on environmental Issues and to prOVide
hard feedback data for project analySIS evaluation and actIons to Improve ItS actiVIties More local
tramers usmg ETP methodologIes need to be tramed more cost-effective short courses (non
reSidential) need to be developed, and addItIOnal locally relevant reference and case matenals need to
be offered 10 most courses

11
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GUIDE TO THE REPORT

Tlus evaluation report IS presented m four chapters wIth Annexes and AppendIces

Chapter I IS an mtroductlon to the evaluatIon and a summary of both findmgs and
recommendatIOns It lughhghts the major achIevements of thIS hIghly successful project and
lInks the recommendatIOns for mId-course correctIons to the project to these same
achIevements For the reader wIth lImIted time, tlus chapter plus the summary tables In

Chapter IV (pages 44-46) could provIde, by themselves, a solId understandmg of the project
and the major findmgs and recommendatIOns of the evaluation team

Chapter II provIdes a detaIled dISCUSSIon of evaluatIOn fmdmgs, focused on the problems that
reqUIre action by USAID and the ETP ConsortIUm partners

Chapter III recaps key findmgs as It lays out detaIled recommendatIOns for mId-course
corrective actIOns to Improve the project

Chapter IV restates much of the matenal from the prevIous chapters as the team responds to
the SIX StrategIC Issues posed for It m the USAID Scope of Work for thIS asSIgnment

The Annexes summarIze evaluatIOn fmdmgs and recommendatIOns for each of the three
countnes ViSIted AppendIX A IS a suggested approach for drawmg up a Management
InformatiOn System for the project whIle AppendIX B reports on the evaluation team's
Itinerary and pnncipal contacts In the course of the aSSIgnment

The body of the report IS actually found In the 25 pages of Chapters II and III Both
Chapters I and IV are denved from thIS core of the report and readers who want to aVOId
some reiteratIOn may WIsh to go dIrectly to thIS matenal

III



I. INTRODUCTION AND SUMMARY, MAJOR PROJECT ACHIEVEMENTS,
AND PRINCIPAL EVALUATION RECOMMENDATIONS

TIus chaprer lughhghts project acluevements and assocIates them wIth the team'5
findmgs and majOl'recommendatlons for nud-course project improvements Although the
body of the report (m Chapters II. In) focuses on Idenuficatlon of problems to be resolved
-(an appropnate and essentIal emphasIs for a Ifild-cours~at1ve evaluation), It IS Important
to start WIth a clear recognitIOn of ETP's ImpressIve overall achIevements as well as those
specIal to each of the three countnes that were VIsited ThIS report IS more about bUlldmg on
success than It IS about major project repaIr The evaluation dIalogue In the course ot thIS
aSSIgnment has already generated action by the ConsortIum Even before the team debnefed
the ETP management team at ItS October 1994 retreat, Improvements were underway Most of
the recommendations sununarlzed here were adopted at the retreat as an action agenda Some
dIsagreement still remaInS on a few fIndIngs and recommendations Clearly, ETP has proven
to be a powerful tool for mObIlIZIng effectIve enVIronmental action throughout the CEE
regIon It IS now pOIsed to become even more effective If USAID In each country (the
OARs) will use It as a tested traInIng resource to focus and energIze country environmental
sector strategIes as well as an engIne for InstitUtiOnalIZIng sustaInable sub-regIOnal
enVIronmental action WIthIn each country

A The Settmg for Ttus Evaluation

In February 1992, a five-year Cooperative Agreement (CA) was SIgned between
USAID and the Umverslty of Mmnesota (UM) through Its Hubert H. Humphrey InstItute
(HHI), as lead InstItutIon In the four-member ETP ConsortIum (WIth the World Wddhfe
Fund (WWF), the Institute for Sustamable Commumtles (ISC) and the Center for
Hazardous Materials Research (CHMR» The CA authonzed $11 0 nulhon for traIning
aImed at envIronmental non-governmental organIzatIons (NGOs), bUSInesses, umts of
local/regIOnal government, and UniVerSItIes/traInIng InstItutes throughout the CEE regIOn In
the spnng of 1992, a JOInt USAID/Consortlum reconnaIssance nusslon VISIted each country to
~elect sub-natlonal regIOns for project focus and to select In-Country CoordInators (rCCs) for
local program management By late summer and early fall of 1992, ETP was conductmg
IOItIal trammg workshops In these scant two years of operatIOnal field work, the ConsortIum
partners 10 close lIaIson WIth USAID ENIlEEUDIENR project officers and local OARs, have
been able to establIsh In the SIX CEE countrIes hIghly effectIve offices of In-Country
CoordmatIon, mount and carry out an ImpreSSIve nux of courses, and develop a unique,
powerful methodology SUIted to the urgent enVIronmental agenda In the regIOn What has
been accomplIshed? What now needs to be done? These are the key questlons addressed In

thiS report and summanzed here



8 Project Acluevements

1 TtIII,tulg the Project and the Sub-RegwMI Focus In Each Country

The decIsion to focus and concentrate ETP's Imuted trammg resources In a pnontv
region wlthm each country IS paymg large dividends In Bulgana especIally the Yantra River
BasIn focus has resulted In moblltzIng a voluntary pnvate-publIc councll--a new ETP
lnsplfed, non-governmental coordInatIng body for mtegrated envIronmental actIon ThiS ne~

Yantra RIver BaSIn Counctl (YRBC) IS USing ETP trammg to effectively address long
standIng problems of wastewater management, mdustrlal effluents, basm-wlde watershed
conservation, and natural habitat/ecologIcal conservatIOn and regeneratIOn Smularly 10

Romama, along the Arge§ River, though not yet "InstItutlonalIzed" In a formal counCil ETP IS

generatIng ImagmatIve, coordmated NGO/governmental actIon to redress endemIC problems of
ecological neglect and mIsmanagement throughout the lOver Basm An Informal body the
GAMA group, born at an ETP workshop, IS promotmg expenmental mumclpal solId-waste
management and voluntary Industnal pollutant control Other Romanian NGOs are addreSSIng
strategic publIc polIcy Issues In the Arge§ basIn In dIrect dIalogue With local governments In
Poland, m the hIghly mdustnallzed KatOWIce regIon where envIronment bhght IS so pervasive
that It IS known as the black tnangle, ETP tramees from NGOs, busmesses, and government
agencies (though not yet formally coordmated as In RomanIa and Bulgana) are prodUCIng
concrete remedIes for ecologIcal problems that two years ago were seen as Intractable,
hopeless dIsasters

2 In-Country CoordUUlhon and Project ImplementiZtwn

These achIevements, and those noted follOWing, are In large part attnbutable to
USAID's and the ConsortIUm's deCISIon to recruit and positIon outstandmg people as In
Country CoordInators of the project The ICCs selected In CEE have shown remarkable
mltlattve and ImagmatlOn In moblltzIng local partners among NGOs, local/regIOnal
government umts, tramIng InstItutes and busmesses, to support, Implement and extend
program results At the proJect's outset, most ICCs were tasked pnmanly WIth IdentIfYIng
tramees and sites for upcOmIng workshops and then provldmg local loglstlcal support to the
ConsortIUm members as they debvered the tramIng They have now matured and are
demonstrating the capacIty to be full partners and pnme movers In strategIc program
plannIng to mobIlIze local tramIng partners, to be effectIve managers of follow-on actIons
that translate trammg mto concrete actIon, and to Interface With the Offices of the USAID
Representative (OAR) and With other donors and natIonal actors to lInk ETP assets to other
mItlatlves m the sector They are tendmg and nurtunng the growing network of ETP alumm
m each country so that a mutually supportIve, sustamable commumty of motIvated actIvIsts
can contInue to address major enVIronmental polIcy Issues as well as speCific problems of
ecologIcal management

2
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3 Th~ ETP Methodology

Imtlally. die. project desIgners and ConsortIum partners expected to formulate and
• dehver dIscrete trIIIUng packages 10 the form of week-long, mtenslve workshops to meet the

"mformatlonal." Itteehmques" needs of each of the four groups targeted 10 the program
enVIronmental NGOs. busmesseslmdustnes, local/regIOnal government UnIts, and
unIversltles/traInmg InstItutes Early on, under the leadershIp of CEE-Wise traIners from the
University of Mmnesota, It became clear that problem-solvIng In the enVIronmental arena

• requIred cross-lOStltutlonal collaboration and commUnIcation hnks Old lOstltUtlonal bamers
had to be broken down In order to forge a common cause for envIronmental action
Therefore, It was deCIded to draw Into most ETP workshops, partICIpants from all four target
groups and to organIze the courses, by "learnmg" themes, as problem-solvIng laboratones

• The methodology that emerged Involved rour key aspects (I) gettIng the partICipant
nux nght for cross-sectoral dIalogue, (2) developIng locally relevant case and workbook
matenals for problem analySIS and solution formulation, (3) USIng InteractIve, participant
engagIng workshop methods such as role-playmg and small-group case studIes, and (4)
combmmg thIS WIth sohd mstructlonalllearnmg themes such as StrategIC PlannIng for

• EnVIronmental Management, EnVIronmental Impact Assessments and Audltmg, ConflIct
Resolution, Fundmg, Organlzmg and Proposal Wntmg for EnVIronmental Action, and
EnVIronmental Busmess Plannmg and Marketmg ETP partICIpants 10 Eastern Europe see thiS
method as no less than a revolution 10 adult education 10 theIf culture It stands 10 sharp
contrast to the tradltlonal didactic, stand-and-delIver lecture approach they have known ETP

• has engaged them m Interacuve, real-case, cross-sectoral problem-solvmg WIth a refrestung
'can do I espnt Repeatedly, ETP partiCIpants told the evaluators that the proof of the ment
of the method IS that they learned not Just facts and techniques, but how to act
democratlcally,"--how to commUnIcate and amve at deCISIons so that they could make It all

work after the traIning was over The team was frequently told that ETP alumm "speak a
• common language"

4 Building and ReinforCIng a Network of Informed, Motivated ActivISts

•

•

•

•

ThIS network of ETP-tramed acuvlsts IS growIng throughout the CEE region Through
exceptional ICC efforts to support the ConsortIum partners and sub-grantees, a formtdable
output of ETP alumnI has been produced In each country In Poland, 22 courses have been
delivered WIth 560 partICIpants In Bulgana, 33 courses produced 758 graduates In
Romania, stwn, nearly a year later, 15 courses have yielded 478 ETP alumm 1 Most
Importantly, even WithOUt a computer-based management Information system to aId them, the
ICCs continue to nurture these networks They are asSisted by enVIronmental NOOs and local
and regIonal EnVironmental Protection Agency and Inspectorate personnel who have been

I UM records suggest that Similar numbers of tramees may have participated In the Czech Repubhc Hungary
and Slovakia The numbers Cited above are greater than UM s central records show since they are more complete
and up-to-date obtamed by our team from actual field files dunng our VISits to ICC offices
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partners with ETP In planmng and carrying out workshops Importantly. a core of dedIcated
ETP alumni IS found m the 30 percent+ of particIpants who have taken part In two. three, or
as many as SIX workshops as tramees and as facIlitators

5 Usmg Targeted Follow-up

Some ICCs have been espeCially effective 10 us10g discretIonary ETP follow-up
resources to selectively budd on the key courses to bnng about speCific, high Impact results
for breakthroughs 10 envIronmental management Sequential workshops 10 Bulgana resulted
In the Yantra RIver BaSIn Counctl's creatIon and thereafter. Its dynamIC actIon program ETP
follow-on funds are now supportmg the YRBC's secretanat and Its hnked actIon to WASH
REC, and other donor support SImIlarly 10 RomanIa. the Arge§ RIver BaSin group energIzed
by the Arge~ regional EPA and ItS ETP-tramed staff. have used ICC follow-up resources to
target specIfic actIon programs In waste-management and NGO mObIlIzatIon 10 the RIver
Basm with lInks to WEC funding and local resource mobIlizatIon In Poland. follow-on
grants have been VItal In re1OforcIng EnVIronmental AuditIng and Assessment skills Now
however the ICC In KatOWice IS concentrat1Og follow-up help at the SIleSian TechnIcal
Umverslty where. largely WIth natIonal funds, ETP tra10mg wIll be 1OstItUtlonalIzed 10 a
formal Post-Diploma Studies program Tlus program IS aImed at senIor managers from
major pollut1Og 10dustrles 10 the black tnangle IncreasIngly. the vectors for follow-on
actIVIty throughout CEE are lughly motlvated indigenous NGOs tramed through ETP The
ICCs are cultlvat10g scores of these democratic cltIzen organizations to carry on ETP
10ltlatlves with hnks to government agencies, trammg institutes and small enVIronmental
busmesses

6 Lm/ang wzth and Remforcmg Other USAID EnvU'onmentallmtumves

In each country VIsIted, It was eVIdent that ETP has found creative ways to lInk up
with other enVIronmental InItlatlves supported by USAID, other donors. and the host
governments Though USAID's environmental portfolIo grew from 1989 to 1993 as a set of
dIscrete project packages, coordmated actlon among the projects has been evolvmg Most
effectIvely the Romania OAR has aggreSSIvely bUllt complementarity and synergy among the
program pIeces m the sector and IS us10g ETP as a way of focusmg on sector-wIde traImng
needs In Romama ETP has engaged m Jomt workshops WIth the IFES proJect, REC.
WASH and WIth partiCIpatIon from the Harvard polIcy adVisor ETP workshop participants
In Romama have been especially successful In wmmng grant support for actIon projects from
the REC the EEC. and others donors In Poland, WIth the effectlve leadership of the
l SAIDIW ENIlEEUDIENR ETP project manager. the Local EnVironmental Management
(LEM) Project has drawn on ETP's PolIsh tramers to deSign ItS LEM-speclfic tramIng
approach and hIghly operational workshop matenals PolIsh NGOs traIned through ETP have
enjoyed 10creased grant support from other donors and from PolIsh EnVIronmental Funds In
BulgarIa the ETP-supported YRBC has been lInked to capital and techmcal resources In the
WASH proJect. VOCA, and others ETP-traIned Bulganan NGOs, such as
EcoglasnostIVama. are expandmg actIon programs WIth grants from several donor sources,
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mcludIng the USAIDlEmbassy small projects account Other examples of such linkages are
cIted In the followmg chapters and In the country annexes

7 IntpGet and SusttJUUJbully

Although mdlcators of Impact and sustamabIhty are not yet being systematically
tracked bv the Consortium, even this early In the project, there IS abundant case eVidence of
significant concrete results, as noted above, WIth hIgh sustamability potentIal AddItIOnal
Impacts are cited m the follOWing chapters and m the country annexes to the report The
team IS confident that, WIth the adoptIon of a Management InformatIOn System (MIS) as
dIscussed herem a solid record of ETP's speCific Impacts wIll be documented as the project
moves forward The sustamability of the ETP partICIpant networks also relates to the MIS
system and assocIated management actIOn to establish local organIzatIon capabIlitv to
maintam and servIce these networks after project closure

C Butldmg on Success Recommendations for the Future

The purpose of thIS report IS to asSISt the ETP stakeholders m addressmg problems and
opportunitIes to maxImIZe the lasung Impact of ETP dUrIng the remammg tIme of Its actIve
life m Eastern Europe The major mId-course project adjustments, correctIons, and
recommended actIons for project reVlSlon are summanzed here as an agenda for bUIldmg on,
extendmg or consolidatmg ETP's notable first phase achIevements It IS Important to repeat
that m late October 1994 at the annual ETP ConsortIUm retreat, the team conducted ItS m
depth evaluatIon debrIef WIth the ETP partners and the In-Country Coordmators from all SIX
of the partiCIpatIng Eastern European countnes Not only was there general agreement on
most of the recommendatIons that follow, but the number of actIons already underway to
Implement many of these recommendatIons was ImpreSSive

1 DecentralIZing Project Management--The New Roles for lCCs and OARs

Over these two-and-a-half years of project ImplementatIon, the ConsortIUm has been
Incrementally mcreasmg the authonty and responSibIlIties of the ICCs and has been seekmg to
decentrallze project management Several declSlons made at the October retreat remforce the
role of the ICCs as full members of the ETP management team However, It IS clear there IS
work to be done to preCisely define responslbllttIes, delegated authontles, and the ICCs'
~phere of local discretion More adequate pre-posltIOned resources, consistent WIth these
definmons must be prOVided to permtt ICes to carry out theIr functIons Further m thIS
report the team emphaSIZes that a CritIcal mIssmg tool of project management IS a common
use management InformatIon system (MIS) ThIS IS of such Importance that 10 both Chapters
II and III (as well as 10 AppendIX A) the MIS IS agam dIscussed WIth suggestIons for ItS
deSign and uses Lackmg a solId MIS system, ICCs are CrIppled In trackmg partICIpants,
documentIng Impacts, IdentIfy10g follow-up needs, and trackmg follow-up actIons as well as
build10g a common-use data base for the project as a whole that IS susceptIble to analytIcal
assessments and effectIve report1Og It IS also Important to recognIze that changes 10 the U S
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SEED Act and sIgnIficant formal delegatIOns of authontIes, from USAIDIW to the field
OARs. have occurred SInce ETP was sIgned These changes plus the mcremental steps taken
by USAIDIENIJEEUDIENR With the Consortium toward greater decentralIzatIOn of project
plannIng and management to the ICCs, all need to be translated mto clear amendments to the
CooperatIve Agreement The shift from USAIDIW centralIzed management oversIght by
regIonal officers to the field OARs and from UM to the field ICCs should be formalIzed to
mmmuze mIsunderstandIng and conflicts between the "formal rules' and the rules In use
As these changes are made, a SpeCIal effort must be made to address any CooperatIve
Agreement (CA) constralnts on Improvmg the UnIversity of Mmnesota s management of
project funds system UM must find ways to facIlItate more tImely resource responses to
partners, grantees, and the ICCs The followmg chapters address each of these needed actions
m some detaIl

2 Sharpemng Each CEE Country ETP's Role In USAlD's EnVIronmental
Sector Strategy as well as ETP's End·OJ.ProJect
Institutional and Program Goals

ASSOCiated With management decentralizatIon IS the need for the ConsortIUm to
actIvely work With each country OAR ETP needs to be seen as a tool to service the
enviionmental sector m each country With appropnate USAIDIETP strategic planning to draw
on ItS capacIty Moreover, USAIDIETP m each country needs to start now to thmk through
tunIng and objectIves for project closure that are consistent With the sector strategy as a
whole ThiS planning needs to be dIrectly hnked to the way that ETP IS currently targeted In
each country. or mIght be retargeted m the last years of the proJect's lIfe In each country
there IS a sub-regIOn of emphasIS, but wlthm the regIon, clearer sustainable.
InstItutIonalization strategies need to be laId out and agreed upon These could mclude well
plotted actions to form cross-sectoral River Basm CouncIls or AuthontIes as m BulgarIa (the
Yantra Basm) and potentially m Romania (the Arge~ Basm) Where a nver basm IS not the
focus as m Poland, other regIonal InstitutIons could be formed through ETP efforts. such as a
RegIonal EnVIronmental CouncIl or an AIr QUalIty Dlstnct ThiS approach mtght work well
m the KatOWice VOlvodshIp (Dlstnct) In this context, the OARs need to be encouraged to
see ETP as a mature. proven resource With great potential for provldmg workshops that could
deal WIth a varIety of cross-proJect, sectoral Issues as well as a general resource of proven
tramIng services for support to other USAID actIon projects m the sector As USAID mounts
ItS regional and country-specific EnVIronmental Action PlannIng (EAP) proJect, ETP should
be taken mto account as a potentIal resource for meetIng IdentIfied tramIng needs In the EAP
strategy If warranted, m thIS context, ETP's extenSIon, country-by-country, could be
conSidered beyond the planned 1997 end of project

3 Integrating ETP as an Element of USAlD's
EnVIronmental Strategy In Each Country

SpeCIal emphaSIS must be placed on a major concern of the team which underlIes the
foregomg recommendation EffectIve as ETP lInks have been With other USAID proJects, the
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OARs need to be more proactIve m coordmaung ETP with the sector The Romania OAR
serves as our model m tlus regard Here, regular sector coordmauon meetmgs are further
remforced by enpgmg other actors 10 ETP workshop presentauons, by encouragmg JOint
programnung act10ns (such as a JOInt RECIETP-funded NGO conference,jomt IFES (civIl
socIety)IETP democracy-buddIng workshops, and dIrect ICC Involvement 10 the OAR
strategIc planrung and budget development) The OARs are encouraged to dunk of ETP as a
strategIc asset on the one hand, now tested and ready to efficiently serve sector-wIde trammg
needs, and on the other hand, as a project ready for strategIc phase-out planmng for ItS core
aCtiVIties mto a sustainable, mstItutIOnalIzed result

4 Improvmg the ETP Methodology

As powerful as "the methodology" has been, It needs further Improvements to enhance
local relevancy 10 case matenals, prOVIde more "take home" references and workbooks, and
capture partIcipant feedback for follow-on actIons More cost-effectIve traInmg modalIties to
replace the fully SUbsIdIzed, food-and-Iodgmg, resIdentIal senunars need to be explored and
put mto practIce (On a hnuted baSIS, some alternatIves have been tned) Increased
Trammg for Trainers" IS needed to buIld the capaCIty of the cadre of ETP-expenenced local

tacilitators and trainers so that they can shape a post-ETP, sustainable network of tramers
capable of us109 and adaptmg "the methodology" to meet evolvmg local needs

5 BUlldmg a Remforcmg Network of Informed, MOhvated Achvrsls

The ICCs need authonty and resources to start regular newsletters for and by ETP
partICIpants They need ConsortIum asSIstance (well-deSigned software) to put mto operatIon
a partICIpant trackmg system withm the recommended MIS Part of the project closure
strategy 10 each country should be the IdentIficatIon of local organIZatiOnS capable of
mamtammg and nurtunng the ETP alumm network Several NGOs or agency partners m
each of the Eastern European countnes now eVIdence a capacity and wIlhngness to take on
thIS function as part of theIr own future servIce to the envIronmental sector Exphclt
agreements should be worked out between ETP and these NGOs or agencies over the next
year to begm the process of "mdlgenous" ETP network maintenance so that a local
organiZatIOn IS engaged 10 thIs ongomg role well before project phase-out

6 Provmg More SysteltUlhc, CarefuUy Targeted Follow-up

-\s noted above, selective. targeted follow-up has been used effectIvely by most ICCs
to consolIdate workshop results mto actlon programs and to budd on trammg Impacts
However there IS sUll no consIStent, systematized ETP follow-up polley and Implementatlon
plan It IS now tIme to budd Into each workshop and grant a follow-up requIrement that WIll
assure that hard data wIll be collected on project Impacts--both affectIve and In terms of
quantIfIable concrete results UM has a framework and a plan partIally field tested In
BulgarIa However, currently, the plan cannot be put mto actlon for lack of preCISIon for
CEE-wide applIcatIon and for lack of a computer softWaIe package for ItS Implementatlon It
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IS recommended that thIs be promptly corrected as part of the deSign and Implementation of
the recommended management mfonnatlon system Local language adaptauon should not
ImPede the MIS' fust phase applIcation everywhere In EnglIsh Translaung the system can
follow In ume

D Summary

The recommendations summanzed here and detailed In Chapter III are Intended to
suggest ways to budd now upon ETP's successes to enhance the prospect for solId project
Impact and sustamable outcomes The Consortium IS strongly urged, With USAID's
cooperatIon. to address Its own bottlenecks 10 ETP finanCial management at the UmversIty of
Mmnesota Top pnonty IS given to estabhshmg and operatlOnallzmg a common-use
management mfonnauon system so that the ICCs and the ConsortIum as a whole have an
Instrument to serve therr multiple mfonnauon needs and current project management can be
enhanced With a capacity to track project Impacts, maintain a dynamIC networkIng process
among ETP alumni, and thus assure sustainable outcomes

The team urges USAIDIW to take the necessary 10ltIatIves With the ConsortIum to re
attune ETP to the decentralIzmg changes 10 the SEED Act, 10 USAID management polICies
and 10 ETP's mcreased field capacity 10 the ICCs Fonnal Cooperauve Agreement
Amendments should be made to reflect these changes whIle clanfy10g the contmu1Og role of
the USAIDIW regIOnal project management officer and the ENIlEEUDIENR office Fmally.
the OARs 10 each country need to embrace ETP as therr own tested and proven tool for
meet10g traIDlng needs 10 the envrronmental sector Integrat10g ETP 1Oto each country sector
strategy Will help them set realistIc Impact objectives and project phase-out calendars
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II. PRINCIPAL EVALUATION FINDINGS

ThIs chapter presents the team's fmchngs In three major sectIons Each sectIOn corre
sponds to major dimensions of the ETP project and a correspondIng diVIsion of labor among
the three evaluators Fortunately, each major area also relates to the professIOnal expertise
and expenence of that team member Section A addresses the project context WithIn the
USG's asSIstance strategy for Central and Eastern Europe, the USAIDIW-field OAR
relatIonstup to ETP, and the USAID-ETP ConsortIum relatlOnstup Section B examtnes the
ConsortIum's management of the ETP program, the mdlvldual partner's performance and
program management by the In-Country CoordInators Section C focuses on the trammg
Itself traInmg needs, traInee selection, trammg methodology, content, follow-up, and Impact
A few cntIcal evaluation Issues are exammed 10 more than one of these sectIons to capture a
speCIal dImenSIOn of the problem

A USAIDIW • ETP ConsortIum RelatIOns and
ETP In the Evolvmg USAIDIW • FIeld OARs RelatIOns

1 Setting ETP wuhm the USAID Strategy for Central and Eastern Europe

The EnVIronmental Trammg Project (ETP) was deSigned and authonzed In 1991, 10

the context of USAID/State Department program strategy for assistance to the CEE regIOn
In the early years, followmg the collapse of commumsm, the aIm was to act qUickly and 10

key pnonty areas by estabhstung a number of regIOn-wide, qUIck-response, fleXIble 1Ostru
ments for delIvenng bIlateral assistance to match the unprecedented challenges and
opportunItIes The belIef then was that, wlttun five years, the CEE nauons would make the
transItIon to free-market econOmIes and sustamable democratic pohues Short-term, fast
dlsbursmg aid was needed only to faclhtate that process The Wastungton-based RegIOnal
MISSiOn of USAID was meant to prOVide pohucally alert, agIle management and overSight of
a hIghly dIverse program of dIscrete projects Rapid-response, regIonal project modalIties,
managed from Washmgton, were mtended to afford the means of learnmg as projects were
Implemented and, 10 the process, to allow for adjustments 10 actiVItIes as well as 10 the levels
of effort 10 speCific countnes based on the responses received and results obtaIned
BegmnIng WIth the SEED Act of 1989 through 1991, the legIslatIve mtent was that
StatelUSAID were to mInImIze field program management and on-SIte US personnel by
bas10g program deSign and management In Wastungton RegIOnal officers there were to carry
out programs through grants and contracts to external Implementors

Bv 1992, however, It had become clear that the pohtical and econOmIC condItIOns 10
each eEE country were suffiCiently dIfferent and the tlme-hne for change so vanable 10 each
one that a more mdlvlduallzed, country-speCific approach was needed The 1992 SEED Act
speCIfically reqUIred that USAID program management was to be stufted from Washmgton to
the country USAID RepresentatIves, and that strategIc and concentrated focus to the program
be developed there USAID, 10 Its MISSIon Order 103, charged the OARs With resource
programnung and actIvIty coordmatlon and With country-level strategIc planmng
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2 USAIDIW vs OARs and the ETP

Before decentralIzatlon of program management from WashIngton to the field was
mandated, there had been ongoIng tensIOn over who sets pnontIes, who decIdes about
programs--thelf levels and targets as well as over the chOIce of the vectors for the assIstance
efforts The change from a dommant USAlDIW-based CEE MIssIon with ItS strong regional
sector and project managers to a field-managed program IS stIll In process Clearlv thiS
process had affected ETP and has contInuIng Impacts Through thIS all, the ETP project
manager In USAlDIENIlEEUDlENR2 maIntaIned a collaboranve relatIonship with the OARs
As they were penrutted to lOcrease, field staff worked lOter-actively wIth the new countrY
environment officers 10 the MISSIons as well as wIth the ETP ConsortIum as It adjusted (Q the
changes However, unresolved Issues remam on ETP fundlOg levels, uncertalOtIes as to ETP
phase-out schedules 10 each country and ItS lInks to other sector proJects, and the need to
define key project closure ObjectIves In each country The first year 10 which the OARs had
prImary control over their program budgets was for FY 1995 (October 1994 to September
1995) ETP fundmg levels were sIgmficantly affected by thIs shift Moreover ETP has mam
anachrOnIstIc management proVISIons m Its pre-decentralIzatIon of CEE USAID CooperatIve
Agreement

The OARs are tryIng to consolIdate the dIversIty of project actIvItIes that mushroomed
under the early regIonal Impetus for a dIversIty of qUIck dIsburSIng actIVItIes Now that the
shift has been made to country programmIng and management operatIon, It IS Important that
the ETP's role at the country level be recalculated WIthIn the USAID MIssIon's country
strategy and that the CA be amended to prOVIde for decentralIzed management practIces
approprIate to the new era

3 USAIDIW ENI/EEUD/ENR and the ETP Project DeSIgn

USAIDIW, In many of ItS early CEE proJects, overestImated the managerIal agIlIty of
ItS RFPIRFA-mobllIzed external cooperators ThIs was not peculIar to the EnVIronmental
Sector In thIS sense, the UM ConsortIUm IS no excepnon When USAID "buys" services
from complex bureaucracIes, It gets theIr complex management systems RFAs and RFPs
\\ hlch call for collaboratIve, consortIa-type offers, promote arrangements that later make
project mobIlIZatIOn and ImplementatIon sluggIsh and cumbersome In the case of ETP
lTSAID got what It asked for a complex umversIty bureaucracy In the lead role wrapped
\\ IthIn a four-partner ConsortIum ETP project managers at UM have made the system work
through perseverance, but the unIversity's management compleXItIes, dIscussed In SectIon B,

USAID has recently consohdated Its two Washington-based MISSIons for the Newly Independent States (fonner
SovIet Union) and Eastern Europe Into a new bureau USAIDIENIlEEUDIENR IS the current deSIgnator for the
newly consohdated office In thIS bureau responSIble for the ETP project Throughout the report we use thIS
deSIgnator rather than USAIDIENElI'RlENR whIch was In fact the office S symbols dunng most of the period
covered by the report when the two MISSIons were separate
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followmg, need to be streamhned for more effectIve field operations. tImely funds delivery
and Improved project oversight

Semor USAlDIENIlEEUDIENR officers explamed to the team how the ETP project
was hasuly deSlpec:! under pressure with httle ume for field work Even so, the subsequent
RFA IS an excellent strategy document and gave potential proposers a clear. substantlve basIs
for thelf responses The pnncipal obJecuves of the ETP were to budd the capaCIty of key
actors In the CEE envlTonmental sector whIch were not yet bemg reached by the usa s
strategy for the sector These were, In rough order of emphasis the envIronmental NGGs
emergmg small envIronmental busmesses. 10caVreglOnal governmental UnIts charged wnh
enVIronmental dutIes, and UDlverSlues and tramIng msUtutes But USAID, dunng the press of
project deSIgn. dId not have tIme to do a formal basehne survey of these target groups let
alone a formal assessment of the tramIng they needed to reach a CfltiCal actIOn capacIty for
speCific impact In the sector

4 Project Targeting the Informatwn Baselme and
Definmg the TraIning Needs to Be Addressed

The Mlssmg Elements

As speCified 10 the RFA, after the CA was Signed. USAID reqUIred that a JOInt

USAID-ConsortlUm "assessment" be done In each parucIpatIng country Thus, In the spnng
and summer of 1992, the ConsortIum partners and USAID ENIlEEUDIENR officers
conducted rapId. one-week-per-country assessments ID five of the SIX CEE republICS (A
slffillar assessment was done later that year 10 Romania) These Intensive VISItS were valuable
~trateglc plannmg exerCIses that targeted the project by sub-regIons and brought the 1O-eountry
USAID staff and key natIonal counterparts IDto ETP's start-up planmng Dunng these ViSItS.
the LTSAID-ConsortlUm team also recruited for In-Country Coordmators, so essentIal for
project mobilIzatIOn and support

These "rapld assessments" were not conceIved of as systematIc basehne studIes In any
~ense Later, however, m each country. as a sub-natIonal. regIOnal program focus was
Implemented. no systematIc baselme was developed, either pnor to startIng project actIVltles
In that regIOn or later on Hence, there was and IS yet no qualItatIVe mventory of the target
groups (numbers of envlfonmental NGGs, numbers of envIronmentally onented small
bUSInesses numbers and types of local/regIOnal governmental umts and umversities/trammg
InstItutes dealtnl With envIronmental matters) Hence, there IS no qualitatIve appraIsal of
theIr eXistmg capacitIes and developmental needs From such a qualItative Inventory of the
target groups (1 e, a comprehensIve baselIne), a profile of traInIng needs could have been
drawn and from It, clear pnontIes developed To have done thIs early on need not have been
a costly or tlme consumIng effort, espeCIally when focussed on the sub-regIOns of ETP
aCtIVIty and when bUIldmg on pre-eXIStIng data Clearly, the lack of tlus formal ex-ante base~

hne and an asSOCiated traInIng needs assessment makes It dIfficult for evaluators to track
project achIevements ex-post More Importantly. It makes It hard for the project stakeholders
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to assess project Impacts 10 "then" and "now" terms, to tell clearly the story of the dIfference
the project IS makmg As expenenced evaluators, thIs team knows from the field case
matenal It collected that ETP IS makmg a powerful dIfference and cItes thIS case matenal In
the report At the same tIme, It IS recommended (see Chapter III and Appendix A) that the
nussmg quabtadve mventory of target groups be done DOW as part of the Implementation of
a comprehensive Management information System (MIS) for ongomg project ImplementatIOn
It WIll be especially easy now usmg ETP alumm m the area, to conduct the survev for thIS
baselIne and to do a concurrent "development needs" assessment (somewhat broader than
trammg needs" alone)

ThIS observatIOn should not be taken to Imply that the ConsortIum was not thoroughlv
Informed as It undertook ItS task QUite the contrary IS the case

The Consortzum s Rich Information/Knowledge Base for ETP ActIOn

For a number of years before USAID Issued Its RFA for the ETP proJect, the
UMlHHHI and the organlzatlons that later became ETP Consortium partners had done
extensive research on environmental mstItutions, poltcy, and sustamable development
strategIes 10 Central and Eastern Europe 3 They also had access to a nch and growmg CEE
data base collected by others 4 It was based on tlus extensIve mformatIon that the Consor
tIum was able to present the wmmng response to the USAID RFA and 10 It, a demonstrated
understandmg of the trammg challenges, opportumtJes and Issues Based on thiS extenSIve
knowledge, the trammg that the UM and ItS partners have debvered has been hIghly apposite
to CEE environmental needs and to the targeted groups and sub-regIOns As expenenced
evaluators the team belIeves It qUIte bkely that a formal "trammg needs assessment" would
have confirmed that much of what has been done would have been nght on target But
lackmg the formal baselIne survey, a methodologIcal gap remams for an objectIve assessment
That gap need not contmue

1 UM through the HHHI began Its research on envIronmental polIcy In 1987 and presented a major policy paper
to the Government of Poland In 1989 Between 1989 and 1992 papers WIth more than I 000 pages of research and
recommendatIons dealIng with Institutional reform for sustaInable development were completed on Poland
CzechoslovakIa Hungary, and Bulgana For the June 1992 UN Earth SummIt In RIO de JaneIro the HHHI drew
up a baseline of eXlstmg capacItIes for sustamable development In the CEE regIon Other ConsortIum partners
had also done conSIderable related research The ISC on community-level Institutional deSIgn needs the CHMR on
pollution control technologIes and the World WIldlIfe Fund on NGOs actIve In the envIronmental sector

4 Among many other sources the ConsortIUm members had access to World Bank and USAID reports on the
regIOnal envIronmental problems an USAID report on emergmg envIronmental busmess sector and the
comprehenSIve country reports on CEE envIronmental Issues whIch were prepared for the RIo SummIt
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5 USAID and the U.S EPA-The EMTCs and the ETP

In the geaeral envtrOnmental arena, tensIons between the U S EPA and USAID/CEE
were substantial EPA was a named program executor 1D the fIrst 1989 SEED Act It
approached the enVIronmental sector for the CEE largely as an Issue of transfemng U S
technologIes broadly at the natIonal InstItutIon and major Industry levels USAID's CEE
regIonal enVIronmental staff, however, felt that EPA needed the Agency's strategIc program
gUIdance In the sector and that there should be a separate and parallel set or acuvIUes-
deSIgned, dIrected, and managed by USAID--to more fleXIbly respond to emerg10g forces and
the dynanucs of change 10 NGOs, small busmesses, and local governments An 10teragency
debate was carned on for some tIme In the case of the ETP proJect, a "resolutIon" of
differences was made by an agreement that wherever the EPA was sponsorIng EnVironmental
Management Trammg Centers (ETMCs) m the CEE countnes, theIr programs would aIm
pnmanly at natIonal-level mstItutIons and at "technIcal trammg," espeCIally regard10g
enVIronmental Impact assessments, enVIronmental audltmg, and hazardous waste management
Independently USAID, through the ETP, would focus on tra.J.nmg needs m pnonty sub
regIons and would emphasIze tra.J.nIng there for the four Identtfied target groups

The evaluatIon team found that 10 Bulgana and Poland, where the EMTC and ETP
programs were both engaged, operatIons have not only not been conflIctIve or competItIve,
but they have collaborated and enJoy mutual respect In fact, ETP prOVIdes fundmg for
EMTC traInIng In both countnes, and EMTC workshops 10clude members of the ETP target
communIty along WIth natIonal agencIes The fact that ISC IS EPA's pnme collaborator 10
advls10g the EMTCs and, at the same tIme, a member of the ETP ConsortIum, has played a
very pOSItIve role 10 facIlltatmg thIs poSItIVe, complementary relattonshIp between the two
tram10g projects

6 USAID·Consorhum Commumcatums

Both current and former USAID RepresentatIves as well as ETP partners related to the
team some notable problems 10 USAID-ConsortIum commUnIcatIons ThIs was espeCIally
true dUrIng the first year At least two OARs so delayed theIr approvals of the ETP first year
work plan (PIP) that actIVItIes In-country could not be InItIated USAIDIW regIOnal project
managers had to 10vest conSIderable effort m gettmg these OARs to agree on sub-regIOnal
target areas or on first order start-up actIVItles There was also some mIsunderstandIng about
how ETP related to the EMTC program supported by EAP--a mIsunderstandIng stIll eVIdent
10 the BulgarIa OAR dunng thIs evaluatIon As the decentralIzatIon of USAID's CBE
program has moved forward, there have been nus-ques regardmg fundIng levels and project
phase-out tInung Many of the commUnIcatIon problems are attnbutable to chrOnIC OAR
overload the compleXIty of theIr portfolIos, and the Intense pace of theIr program actIVItIes
It IS clear, however, that the ETP ConsortIum, USAIDIW, and the OARs must clanfy theIr
mutual expectatIons of ETP 10 the context of the new country strategIc plans Regular
consultations are essentIal As ETP management IS decentralIZed, the role of the regIonal
prOject manager 10 USAIDIW WIll 1Ocreas1Ogly be that of the commUnIcatIon cleannghouse
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and Issues broker It IS cntIcal now that the roles of the ETP stakeholders be clanfied by
formal amendment to the cooperatIve agreement so that the formal rules are consIstent with
the evolved mformal. operatIOnal rules now 10 effect

7 Project Management and Country Strategies

The Cooperative Agreement (CA) for the ETP was wntten In late 1991 and sIgned In
early 1992 The old order of centralIzed USAlDIW EUR MIssion management then prevaIled
As noted above, that sItuatIon has slgmficantly changed The CA needs to be amended to
reflect the new order, ehrrunatmg USAIDIW controls over project ImplementatIon, reducmg
levels of plannmg and reVIew, and focusmg on ETP coordmation wItlun the strategIc plannmg
by each OAR for the enVIronmental sector In that context, It IS essentIal that the ICCs and
the ConsortIum managers begm now to diSCUSS With the OARs In each country how the ETP
fits Into each country program and what IS the most appropnate end-of-proJect strategic plan
In the follOWIng chapter, the team recommends that an mstttuoonal focus, such as the Yantra
RIver BaSIn Councll/Authonty In Bulgaria, should be developed for each country EVldentlv
the RIver BaSIn Councll IS not the Ideal InstItuoonal outcome for every country, but It

represents a type of mstItutIOnallzed coordmatmg and resource governance mechamsm that
ETP has proven effective In fomenong, extendmg through trammg and targeted follow-on
techmcal assistance Lackmg such an outcome, the results of ETP acOVlty have less chance
of beIng sustamed and a lesser prospect for slgmficant, lasong Impact

8 The Current and Future Role of USAIDIW RegIOnal ETP Project Management

The team IS conVInced that decentrahzatlon should be accompanIed by a clear and
substantive contmumg role for USAlDIW regIOnal project ETP ImplementatIon The
commumcatorlbroker role IS menooned above Perhaps more Important, however, IS the need
to proVIde a CEE regIOnal "strengthenmg" dImenSIOn to the project that IS now mISSIng
ETP IS not currently provldmg a regIonal forum for ETP alumm, with theIr nch evolVIng
expenence WIth successful action programs, to share that expenence With others In
neIghbOrIng countnes For example, a regIOnal conference among ETP actors on the RIver
BaSIn approach to coordInated voluntary action could stImulate new approaches and new
"entures as speCific successful expenences are shared and models for action explored ETP IS
Ideallv pOised to buIld the regIOn-wide network of ETP tramed "WInners" who can learn from
one another remforce one another's ploneenng efforts In democratic problem-solvIng, and
work to expand the actIOn agendas on regIOnal Issues Funds for regIOnal conferences toward
thIS end need to be prOVided In the project The regIOnal Impact of ETP needs to be on the
table and should be a pnonty for the USAIDIW regIonal project manager's agenda
OccasIOnal coordmatlon or mformatIon-shanng meetings among the SIX ICCs have themselves
been useful, but they have been all too mfrequent and mostly focused on program
management not program substance However, mcreasmg these ICC meetmgs alone would
In no way meet the need for mter-country collaboration and network bulldmg among ETP's
groWIng cadres of mformed and practiced actiVistS ThIS network, on a regIonal level, IS a
potential powerhouse to support democratic problem-solvIng In the envIronmental sector. both
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natIonally and regionally Lmlong ETP networks regIOnally wIll provide all members with an
expanded support system, especially 10 the non-governmental sector, and give added courage.
especially to elDllJlDg NGOs, for new Imtlatlves throughout the region

9 ETP ill R.llltuJn to Other USAlD Regwtuzl Projects

Overall, the team found that ETP was very effectIvely coordmatIng Its workshop and
trammg efforts wIth the WASH, WEC. REC. CDI-Sanders. EAPIEMTC. and other USAID
supported programs By far the best effort at coordmatIon was talong place 10 Romama
where the USAID RepresentatIve actIvely engages all USAID-supported environmental
project personnel 10 sectoral plannmg and 1Oter-proJect collaboratIon The least effectIve In

thIS regard was the OAR BulgarIa, where. untIl recently. USAID dId not have a full-tIme
enVIronment sector officer on staff and where the team found the greatest eVidence of nus- or
non-commumcation between the OAR and both the ETP ConsortIum and the ETP USAIDIW
Project Officer In all countrIes. however. there IS an urgent need to rethmk ETP as a tested
sectoral asset that should be used to meet future trammg needs Clearly. how thIS wIJ1 be
done wIJ1 vary country to country. and how It mIght be hnked to new programs IS a questIon
The team suggests 10 the follow1Og chapter that perhaps a buy-1O prOVIsIon should be put 1Oto
the CooperatIve Agreement for such trammg services

B ETP Management. The ConsortIum,
The Partners, and The In-Country Coordmators

ThIS sectIon focuses first on ETP ConsortIum management at the UMlHHHI project
headquarters FIve key 1OdIcators of management performance at the headquarters level are
exarruned

Management Structure
Fmanclal Management
Agreements WIth ConsortIum Partners
Informatlon Management System
External Informanon Management
Sub-grants Management

Follow1Og that dISCUSSIon. the management performance of each of the ConsortIUm
partners IS exammed. TIus IS then followed by a dISCUSSIon of program management by each
of the In-Country Coordmators
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1 Umversrty of Mmnesouz--ETP HeadqUlU'ters Management at the HHHI

Management Structure

The UM/HHHI provIdes the follow1Og human resource 10puts to ETP management

ETP Title
Program DIrector
Deputy Program DIrector
ASSOCIate Program DIrector
Project Coordmator
Office Manager
CommUniCatIons SpeCIalIst

% of TIme DedIcated to ETP
50 to 60
50
20
25 to 75
50
oto 50%

Each of these managers has other responsIbl1ItIeS outSIde of the ETP program, either
as teach10g staff at the UnIVersIty, acadenuc researchers, or managers of other programs
AddItIOnally. the management structure IS geographtcally dlspersed--the Deputy Project
Manager IS based several mdes from ETP's offices at the HHHI 10 InternatIonal AgrIcultural
Programs (lAP) bUIld10g ETP's first-step account1Og IS also done there 10 the Office of
InternatIonal Agncultural Programs (OIAP) All disbursements of funds must be authOrIzed
by yet another office. the Office of Research and Techmcal Transfer Authonty (ORITA),
WhICh IS located 10 another UnIversity buddIng nules from the lAP buddIng and equally
dIstant from the ETPIHHHI Office Fmally, funds are actually disbursed by the UmversIty
Busmess Office. whIch IS 10 yet another UnIversity budd10g

No ETP manager has a full-time, s1Ogular, and fully vested profeSSIOnal mterest m
malang the complex ETPIUM management system expeditiously serve program needs and
objectIves In addItIon, these managers have 10sufficient finanCIal and legal authonty to
resolve problems They must rely on outSide organIzations (OIAP and ORITA) for MissIon
CrItIcal tasks WhICh. at best, they can only mfluence (plea for umely attentIon) but cannot
control Because responsIbIlIty IS managenally, as well as geographIcally, dIffuse, the
management system IS neither effiCIent nor effective 10 deal10g With the Wide range of ETP
activitles ThIS dIffuse structure obscures authonty and responsibIlIty, leads to hIgh mterac
tlOn costs, and creates a burdensome commUnICatIons overhead and costs WhICh are absorbed
bv the UmversIty

Fmanclal Management

From the outset of the proJect, the UnIVersIty's grants adnunIstratlOn agency, the
Office of Research and Technology Transfer AdnunIstratIon (ORITA), has hmdered effectIve
operatlons WIth delays m sub-agreement approvals and mordmately slow approvals for funds
dIsbursements ETP's finanCIal management at the UnIVerSIty mvolved the followmg steps
(see also FIgure 1 on the followmg page)
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STEP 1 The ConsorUum partner or 5ub-araat reciplellt submits its workplan (or request for p.yment) to the

ETP Omce.

STEP 1 The E'l?.mee approves the request (or negotiates chanles) and submits the Inlormabon to the
Omce of mteraa...... Apicultural Prognms (OlAP) to process payment and procurement documents.

STEP 3 Once approved, the OIAP submits the paper works to ORTIA

STEP 4 ORTTA venftes that the request m compliance With USAID and OMB spec:lficabons. and forwards
the authonzabon to the University BUSiness Center

STEP 5 The UnIversity BUSiness Office dJsburses funds to the Consortium partner or grantee

ETP FINANCIAL PAPER FLOW

Consortium Partner

·1
ETP

I
or SUb-grantee Office

i !
BUSiness Office of

Office International
Ag Programs

i !
Office of Research,

Technology Transfer Administration

The bottleneck 10 the f10ancial management system centers on ORTTA and therr rather
conSistent fallure to qUIckly process contracts and payment requests Ttus results 10 workplan
arrangements between the Umversity and the ConsortIum partners be10g sIgmficantiy delayed
""'hIle OKITA exanunes them agamst usa procurement rules. Umverslty regulatIons and
speCific provlSlons of the USAID CooperatIve Agreement and asSOCIated OMB rulIngs Tlus
system of a prlOn aUdItIng grossly delays fund10g for field operatIons Only one finanCIal
officer In ORTTA handles ETP requests and she does so as a "part-time" functIOn whIle
attend10g many other program responsIbIhtIes The team was also adVIsed that the new
College and UmverSItIes Fmance System (CUFS) for funds account1Og IS so comphcated that
many umts such as OlAP, whIch handles ETP's accounts. keep two sets of books--one us10g
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their old system, whIch they understand, and one that translates tlus data mto the CUFS
system, whIch It seems only the Busmess Office really understands

Although there has been some Improvement dunng Year 3 of the proJect, the system
contlnues to make for chromc delays m fundIng especially for the desIgnated and competltlve
ETP sub-grantees (see paragraph on sub-grants below) The team uncovered numerous
Instances where funds were not made avaIlable to Implementmg groups pnor to the start of
theIr workshops WhIle the ETP Consortlum does have a polIcy and schedule for tImely
payments (25 percent up front for developmental costs, 50 percent before a workshop or other
actIVIty IS earned out, and 25 percent on subnusslOn of final reports), thIs schedule IS not
respected m practIce Based on mtervlews WIth grantees In all three countnes visIted. It IS
estImated that as many as 75 percent of payments, at each stage, are receIved late bv sub
grantees These delayed payments have frequently caused grantees slgmficant finanCIal
dIffIcultIes In many Instances, the ImplementIng agency was forced to eIther borrow mane\
from the ICC (usually from office operatIng funds or from funds for follow-up actIons)
borrow funds from fnends, or else to conVInce vendors (such as lodges servIng as serrunar
sItes) that the funds would come through The team found that one ICC was oblIged to stav
at a serrunar sIte for two days afterwards to assure the vendor that the lodgmg bIll would
Indeed be paid

The payment delays are partIcularly egregIous gIven the fact that USAlD funds are
actually aVailable for advances to the program operators through a Letter of CredIt to the
UmversIty whIch IS authonzed at the start of each operanonal year TIus Letter of CredIt and
normal USAID practIces of advanCIng funds seem not to have been used by the UmversIty so
that It could pOSItIOn advances to the ICCs and sub-grantees accordIngly ThIs problem
slmplv must be addressed

Agreements wuh Consortlum Partners

ETP's part-tlme management actors at UMlHHHI headquarters, dIspersed as they are
around the UmversIty, and the multI-step finanCIal systems WIth ItS bottleneck at ORTTA,
consIstently produce long ques for approvIng and ImplementIng annual workplans Unfortu
natelv thIS problem has only margmally Improved SInce ETP's first year of operatIons For
example ISC submItted theIr sub-agreement for Year 2 m February 1993, but It was not
approved bv ORTTA untIl October--elght months later SImIlarly In Year 3, ORITA has had
ISC S workplan SInce February 1994 and, as of the end of October, It had stIll not been
approved for financmg SImIlar delays have been reported by World Wtldhfe Fund
AdmIttedly some ORTTA quenes to ConsortIUm partners dId not get qUIck responses
However the ETP Management at UMlHHHI bears ultImate responsIbIlIty for failIng to
momtor delay. IdentIfy problems, and solve them qUIckly
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The Management Information System

As mdtCllld m SectIon A above, the Umverslty has not developed a comprehensIve
computer-based mformatlon management system to keep track of ETP partIcIpants and to
track project 3CtIVlty The development of an MIS IS cntIcal for ongomg management,
assessment of progress, detenmmng qUalIty of field operatIons, hnkIng partICIpants mto a
growmg network wIthIn the environmental commumty, and desIgnmg and Implementmg
follow-up actlvltles WhIle translatIon problems are grappled With, the MIS should be
deSigned and Implemented In Enghsh Impact trackIng cannot be done Without such a system
and the sustamablhty of results hmges on the aVaIlablhty of thiS information for follow-on
after ETP phases out 10 each country Such a system must be deSigned at the UM m user
fnendly software to aId ICCs m developmg country-specific databases that can, on a quarterly
baSIS, be combmed at UM for central analysIs and report preparation on the project as a
whole The quarterly reports, on diskette and hard copy, should be shared With all ConsortIum
partners and the USAIDIW Project Manager The ETP CommunIcatIons Officer should draw
on these reports m the preparation of newsletters and other mfo-merclals on the program (In
AppendiX A, a draft data framework for deslgnmg the MIS IS prOVided for Illustrative
purposes)

External InformatIOn System Informmg the "Publ,cs" about ETP

From the start of the ETP, UMJHHHI was COmmItted to produce a "quarterly"
newsletter on the project In fact It has only pubhshed one Issue m 2 5 years ThiS clearly
reflects the lack of senous management COmmItment to the proJect, especially a fallure to
give due Importance to the role of timely mformatlon for all program stakeholders The
losers Include the growmg network of trainees, host-country and regIOnal CEE environmental
organIzations, other donors, and the many envlfonmental groups engaged 10 CEE action pro
grams and USAID program managers At the October 1994 retreat, the team was adVised
that ETP Management at UNIHHHI mtends to address Its mfonnatlon management problems
dnd will now prOVide a CommumcatlOns SpeCialIst on at least a 50 percent time basIS It IS
hoped that these services WIll also look at ways to Improve ETP commumcatlons m each
country

'J'one of the In-Country ETP Offices has pubhshed a regular newsletter ConsIstently,
ETP alumni and local partners mentIoned theIr strong deSIre for ETP commumcatlons about
upcorrung traImng. ETP alumnI meetmgs, trainee success stones, and news of asSOCIated
happenmgs In the envIronmental commumty The team was mfonned that the ICCs are
dIscouraged from talong mItIatIve In thIS area because of the CooperatIve Agreement's rules
that reqUIre advanced UM and USAIDIW approvals of all ETP pubhcatlons and the complex
process for such approvals that would make proposed publIcatIons out-of-date by the tIme
ICCs could pnnt them The rules now prescnbe a turgid, five-step process before an ICC can
publIsh anythmg locally

STEP 1 The ICC office prepares drafts of material for publlcabon lD English and subrmts It to ETP
UMlHHHI headquarters
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STEP 2 The ETPIUM reVIews (edits) the matenal and submits the matenal to the USAIDIW ETP PrOject

Officer

STEP 3 The USAIDIW ETP Project Omcer reVIews (edits) the matenaJ and ISSUes comments, or approval to
publish, to ETPIUM.

STEP 4 ETPIUM then ftoaUzes the material and submits it to the ICC for publication

STEP 5 The ICC translates the matenal and publIShes IL

The team found that only one ICC had deCIded to try to get a local ETP newsletter
through thIs multI-obstacles system In June of 1994, the ICC sent her draft to ETP
Mmnesota As of November 1994, she has received no word as to where m the five-step
process the draft IS sIttmg Clearly, now five months old and out of date, the newsletter
cannot serve for tImely notIce of events and as a qUIck follow-up to ETP actIvItIes

With a CommunIcatIons SpecialIst now bemg provIded at headquarters, these external
commumcatiOn defiCiencIes should be promptly addressed With appropnate amendments to
the CA centralIzed mformatIon management should give way to commUnIcatIons review at
the country level m the OARs However, a comprehensIve commUnIcatIons strategy at the
center should be developed to lmk UM, ConsortIum partners, OAR offices, and ICCs with the
host-country publIcs served Thus, With central support, a new external commUnIcatIons
program can faCIlItate ETP's tranSItIon to field-focused operatIons 10 the new decentralIzed
order WIthout losmg ItS larger audience

Sub Grants Management

The CooperatIve Agreement requIres that 50 percent of project resources be expended
through sub-grants Some grants are deSIgnated for executIon by local organIzatIons partnered
With one of the ConsortIum members m a speCIfic trammg actIVity Other grants are sohctted
and awarded on a competitIve baSIS These awards are made to both U S and 1O-country
competItors The process requIres UM to advertIse requests for proposals m the US and the
ICCs to advertIse the UM-prepared RFPs locally Proposals are receIved by ETPIUM and
then referred to an outSIde comnuttee to rank apphcatiOns and recommend awards The
lJSAIDIW ETP project manager, accordmg to CA rules, must approve each grant ETPIUM
negotIates the final terms of each wmmng grant and one of the ConsortIUm partners IS made
responsible for actIvely provldmg technIcal support or management assIstance to each grantee
In practIce however, both sohclted and deSignated grantee operatIons 10 the field have
~uffered from a number of dIfficultIes The most pernICIOUS has been the delay m fundmg
noted above for all grantees Smce most grants are dIsbursed on a cost-reImbursable baSIS,
UM s delays have created extreme hardshIps for many of ETP's most loyal and COmmItted
partners IndIVIdual members of NGOs have taken out personal loans to meet workshop
costs Some excellent local NGOs wIll no longer apply for ETP competItIve grants for fear
they Will w10 and have to endure finanCIal bnnkmanshlp to do theIr Jobs
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For solIcited grants, the RFP and selectIOn process has taken months to move through
the collaboratIve process The reqUirement that USAID approve all sub-grants, rather than
Just the overall selectIon cntena and targets, has further exacerbated the delays In awards

In addItIOn to the delays In the selection process, UM and the ConsortIUm partners
have extended very uneven technIcal and management oversIght to grantees In workshop
design and ImplementatIOn In general, ETP has been very fortunate In the qualIty of the
grantees that participated in the program TheIr performance, wIth few exceptIons has been
excellent both as rated by local ETP trainees and in terms of the observed Impacts However
local grantees mentioned to the team theIr wIsh for a more interactIve relatIonshIp WIth their
deSignated ConsortIUm partner with follow-up consultatIons to consolIdate traInmg results In
some cases, U S grantees have not been wlllmg to recogmze the authonty and local
knowledge of the ICCs 5 In general, sub-grant management oversIght by UM and the
partners can be Improved to msure qUalIty, locally relevant traImng content, and effectIve
coordmatIon of workshops WIth the ICCs Each grant should also involve planned follow-on
actIon WIth the partner to evaluate results and to asSISt the grantee in consolIdatmg the
traming Impacts

2 World Wlldlife Fund

The World WIldhfe Fund (WWF) has contnbuted to the ETP program through
workshops on hbrary development and conflIct resolutIon (through ItS RESOLVE group)
OutSIde of these semmars, WWF has assisted ICCs in mformatIOn sharmg and m developmg
a network of ICC contacts WIth NGOs In the U Sand m-country ThIS anCIllary aSSIstance
has been Invaluable for the ICCs In bUIldIng a sustamable network of enVIronmental actIvists
and orgamzatIons and In strengthemng the pubhc partICIpatIOn m, and democratIzatIon of
enVironmental management

The worst case we encountered of poor U S grantee overSight and madequate program coordmatlon was In

the Communi tv EnVironment CounCil s (CEC) grant for two workshops on "Integrated Waste Management Strate
gles In Romania 10 1994 ETP UM did not adVise the ICC 10 advance of the grantee s plans nor did the grantee
contact the ICC pnor to vIsIting Romania to organize ItS workshops Moreover the matenals used which we
re\ lewed In the field were taken directly from a US-based publication With little or no Romanian relevance added
The grantee used five U S trainers for the four-day workshops--an exceptionally costly approach to trammg
AddltlOnallv the failure of the CEC to use ICC expertise In selectmg participants and organizing the site and logistic
Issues at the first workshop held 10 Tlmlsoara resulted In less than 30 percent of the workshop partiCipants fully
attendmg the sessions It must be noted however that the first workshop 10 Tlmlsoara did result In a new waste
management plan for the Junsdlctlon and the second 10 SlblU wluch was much better organized With ICC assistance
helped local offiCials to shape new waste management regulations Even so the case ments a note here for ItS
tllustrattve value on how grants management can go awry In the ETP system Though the case IS an outlier to the
general expenence It IS an Important case due to the fact that It was one of the more costly grants and that ItS
mismanagement occurred 10 the third vear of the project when thmgs Simply should have gotten better not worse
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EnVlronmental Llbrary Asslstance

The WWF program In EnvIronmental LIbrary Management provIded desperately
needed assIstance to CEE countrIes In developing a system for collecting and dISSeminating
envIronmental informatIon to the publIc ThIs need was especIally acute In RomanIa. where
polICIes by the prevIous regIme, combIned WIth events dUrIng the 1989 revolutIon resulted In
a chaotIc SItuatIon for lIbrarIes In general The WWF program was very effectIve In helpmg
rebuIld a lIbrary network, cataloguing the avaIlable envIronmental informatIon and makIng
thIS informatIon avaIlable to the USIng publIc--a necessary prerequIsIte for publIc partICIpatIon
In the national enVIronmental dIalogue However, the LIbrary Management project suffered
some Initial management problems largely because the project developed very rapidly and
Imtiated some workshops before the ICC office had been establIshed Because the program
was underway before some of the ICCs started, the hbrary program was mamtaIned as
mdependent from other ETP actIvItIes The LIbrary Project management mcluded a separate
m-country director. who was supervised dIrectly by WWF. rather than the ICC The
Independence of thIs operatIon lImIted the opportunItIes for synergy between the LIbrary
Program and the other ETP actIvltIes AddItIOnally, the lack of ICC oversIght resulted In
some management conflIcts between the ICC and WWF at the InItIatIon of the ETP field
actIVItIes These InItIal dIfficulties have been rectIfied. largely due to a greater emphaSIS by
WWF on Improvmg commUnICatIOns With the ICC ThIs effort by the WWF In Improvmg
commUnICatIOn and fosterIng integratIon has resulted In better coOrdinatIon and cooperatIOn
between the VarIOUS partIes

The LIbrary Project remainS separate and dIStinCt from ETP In-country management
To a large extent, the Independence of the LIbrary actIVIties IS the result of the technIcal
nature of the proJect, whIch IS outSIde the competence of ICCs However, the questIOn
remaInS as to whether, given the greater Importance of the ICCs In fOCUSing the ETP project
and In addreSSIng the needs of the OARs In definIng theIr In-country strategIes. the LIbrary
Project should remaIn managerIally separate

Conflzct ResolutIOn Workshops--RESOLVE

The second training actIVIty for the WWF was In conflIct resolutIOn through ItS then
SUbSIdiarv unit (now a separate entIty) known as RESOLVE The RESOLVE group IS staffed
by verv capable conflIct resolutIon speCIalIsts who have conSIderable experIence In the U S
on enVIronmental conflIct resolutIon The Implementation of conflIct resolutIOn workshops In
the CEE was somewhat variable In qualIty The team's revIew of RESOLVE materIals
suggests that workshop handouts consisted largely of "talking POInts" Reference resources
WIth much more "take home" value would have been welcomed by partICipants, espeCIally
had they Included substantIve comparatIve case materIals enrIched With locally relevant
problems PartiCipants who were mtervlewed conSIstently praIsed the workshops even though
some ICCs and partnered NGOs crItICized RESOLVE over late payments to sub-grantees. and
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late dehvery of trauung matenals 6 Even so, RESOLVB has a good track record of pIckIng
excellent local NGO partners and stIckmg wIth them For example, Its pnmary PolIsh NGO
partner, the Center for NegotIation and ConflIct ResolutIon (CNCR) with whom we met In

Warsaw, was an outstandmg example of how the U S partner IdentIfied and worked wIth a
pronuSIng local organIzauon startIng With a mal desIgnated grant and contInuIng untIl the
CNCR had matured to serve as a natIonal and even regIonal resource In the field

3 Instltute for Sustainable Communlhes

liThe lnstztute of Sustamable Communmes truly acts as though It wants to leave
somethmg meanmgful behmd m reclplent countrles "

An ETP Parttclpant

The InstItute for SustaInable CommunIttes (lSC) has placed conSIderable human
resources In aSSIstIng the ETP program, both dIrectly and 10dIrectly The ISC assIsted the
ICCs 10 expandIng the range of contacts 10 the enVIronmental commumty, both 10 reclplent
countrIes and the U S These contacts were very useful for the ICCs 10 develop1Og a more
comprehenSIve network WIthIn the envIronmental commumty, and ensunng the ETP was able
to reach a broad audIence ISC has played a partIcularly Important role 10 support1Og the
Yantra RIver BaSin CounCIl's evolutIOn 10 Bulgana Its dual role as a member of the ETP
ConsortlUm and as EPA's pnnclpal techmcal resource for advlSlng theIr EMTCs has
undoubtedly been a major factor- mthe--exceHent workmg relatjofts the two projects have
enjoyed In the fIeld

Management of Fleld OperatlOns

The ISC, 10 ItS management of field operatIons, was the most relIable of all Consor
tIum partners In prOVIdIng conSIstent, on-time payments to deSIgnated grantees who organIzed
theIr workshops ThIS greatly reduced uncertamty for those organIzers In ensunng the
greatest pOSSIble effectIveness 10 10gISttC arrangements The ISC workshops themselves were
vanable 10 qualIty Some workshops were CIted by partICIpants as be10g very effecttve,
largely due to the ISC focus1Og on adapting workshop matenal to local condlttons The ISC
was able to arrange for traIners to VISIt prospecttve partICIpants pnor to workshops and gam
Invaluable inSIght to deslgnmg the workshop matenals ThIs actIOn, whIch greatly Improved
the applIcatIOn of the matenals to local condmons, IS, 10 part, a reason why some ISC
workshops were so hIghly rated by partICIpants

~ The evaluation team was In Romania as RESGLVE was carryIng out two workshops With local NOGs as
deSignated grantees responSible for workshop logistics, organIzation and local support Neither of these NGGs had
received fund advances to meet their set-up costs for the workshops Even after extensive mqulry on return to the
U S we have been unable to determIne the precise cause of the senous delays In fundIng that these local partners
suffered It IS clear however that the responslblhty IS shared among WWF RESOLVE and the UM system The
partners need to carefully study thiS case and take the remedial action needed to aVOid a problem that has become
a repeated failure m responSible partnership relations
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However, the ISC's strong emphasIs on adapt10g workshops to local condItIons created
some problems for the ICCs 10 orgaOlz1Og workshops On a few occasIOns, the ISC
subrrutted large quantItIes of matenals belund schedule, wluch forced the ICCs to arrange
translatIOn on short notIce AddItIonally, ISC tramers requested changes m workshop
matenals durmg the workshop wluch also caused problems 10 translatmg the revIsed matenal
on an overnIght baSIS

4 Center for Hazardous Materials Research (CHMR)

The team had relatIvely lIttle contact wIth traIners from workshops orgamzed bv the
CHMR ThIS IS due to the few workshops gIven by the Center In the countnes VISIted b" the
evaluatIon team Therefore, the evaluatIon provIded below IS based on less data than for
other members of the ETP ConsortIum

The prImary management Issue WIth CHMR relates to the mergmg of the Center with
the NatIOnal EnVIronmental Technology ApplIcatIons Center (NETAC) dunng Year I of ETP
At the tIme of the merger, CHMR requested an mcrease 10 theIr overhead rates for actIVItIes
under ETP, a cause for some mternal confllct wItlun the ConsortIum WhIle the Issue was
later resolved, It dId cause the delay of some Important mItIal trammg actIvItIes
In the first year

5 In-Country Coordmators--MalUlgement Systems and Practlces

The ICCs represent the backbone of ETP actIvItIes 10 the field The ICCs m each
country were dedIcated, extremely hardworkmg, and capable They were often asked to carry
out work well "above the call of duty" The evaluatIon team was consIstently Impressed with
all of the ICCs and theIr accompllshments under very tryIng CIrcumstances The ConsortIUm
ments hIgh marks for the recruItment of these talented people and for encouragmg them to
use theIr consIderable talents to make the program "work"

At the October 1994 ConsortIum retreat, ICCs were mformed that they were to
become full partners m the ETP management team and would be enJoymg 10creased
delegatIOns of management authonty for theIr field operatIons Frankly, untIl now, ICCs have
often been placed 10 untenable pOSItIons by the ConsortIum as they tned to carry out theIr
responslbl1ltleS The ICC's have been responsIble for arrangmg all workshop lOgIStICS and
mamtamIng qualIty control over all delIverIes But they have had neIther the authonty to
~ol ve local problems as they arose nor the resources to meet ETP program expenses They
have no reserve funds to cover costs for sub-grantees when payments to them are not made In
a timely fashIOn As a result, when sub-grantees are not paId on tIme, the ICCs feel that they
are forced to find fundmg from other sources to help cover short-term comnutments ThIS
may be resultmg m the comnunglmg of operatIng funds and follow-up resources WIth vanous
grants At tImes, the team found that ICC staff were even usmg therr personal funds to cover
grantee expenses for workshops because of the long delays m payments from UM
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Though ICCs have receIved InItIal cash operatIng advances, theIr funds are replemshed
on an "expense-reImbursement" schedule Here agatn, UM delays In payments often results
10 slgmficant cash-flow problems for the ICCs Moreover, the evaluatIon team noted several
Instances of UM under-budgetIng for ICC expenses that further exacerbated therr thm reserves
when local dIsbursement exceeded the budget Item covered by the advance In the recom
mendatIons that follow, alternatIve solutions to these problems are proposed

•
C Tralmng and Tramees

Tramee SelectIOn, Trammg Content, the Methods, the Results

1 Needs Assessment-Setting Pnonhes

•

•

•

•

•

•

•

•

To choose appropnate tratmng for ETP before program start-up. the ConsortIum drew
on theIr own extensIve CEE research and expenence as well as advIce from prorrunent
envIronmentalIsts and development planners regardmg what subjects should be taught After
the CA was sIgned, the USAID/ConsortIum rapId assessment SIte VISItS followed A first-year
work plan WIth course lIstmgs and calendars was then drawn up for reVIew and approval by
each OAR and by USAIDIW. the course offenngs 10 the work plan were then vetted 10 a
hIgh-level regIOnal conference 10 Bulgana 10 September of 1992 Thus, the needs for tratmng
were deterrruned usmg an acaderruc frame of reference of "requIred" knowledge and skIlls,
rather than based on a method whIch studIes mStItutIOnal capabIlItIes and development needs
plus current on-the-Job behaVIOrs and attItudes and then prepares tratnmg to meet the demands
of change Due to the extenuatmg condmons of the "countnes In tranSItIon" dunng the rapId
held assessments, a precIse correlatIOn was not made between eXIstIng envIronmental
problems and the speCIfic trammg requIrements necessary to produce amelIoratIve changes
ThIS was dIscussed 10 SectIon A above as the rrussmg gualitanve mventory of tratmng targets
and the absence of a denvatIve "trammg needs assessment" The absence of thIS tool has
Impeded our measunng the Impact of ETP trammg WIth any preCIsIon

Nonetheless the need In the CEE regIOn for new knowledge and skIlls 10 enVIronmen
tal management was clear to the ConsortIUm Even more so was the need to change the
attItudes of the people toward envIronmental dIsaster from one of fatalIsm toward one of
posltl\,e partICIpatory change The four group target for the trammg was a reasoned chOIce
tor USAID and the partnershIp

l suall)' a trammg needs assessment IdentIfIeS the knowledge, skIlls, or attItudes that
reqUire attention But as mentIoned above 10 thIS project a trammg need became "the
\IETHOD an InteractIve, mter-sectoral, partICIpatory exerCIse 10 democracy 10 actIon It has
become a very Important If not the most salIent feature 10 the evolutIon of the project

2 Selectzon of Parll.clpants--Tendmg the Network

The selectIOn of partICIpants for the varIOUS courses IS an Important feature of the
success of ETP The selectIon process IS conducted by the ICC who sends InvItational letters
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to key people In the orgamzatIons whtch are workIng on the Issues, themes or problems that
the courses wIll address Generally these are research InstItutes, government offices,
bUSInesses, and NGOs The ICCs spend consIderable tIme IdentifyIng these traImng targets
USIng theIr professIonal expenence In the regIOn and theIr expenence as envIronmental
actIvists Accompanymg the letter of InvitatIon IS a questIOnnaIre whIch seeks InformatIon
about the partIcIpant's knowledge of the course tOPIC and about the relevance the course has
for the partIcipant's work needs, as well as the partIcipant's expectatIons of the course The
ICC studIes the responses to the letters and queStiOnnaIres and deCIdes on the appropnate mIX
of people from the dIverse sectors of the regIOn The chOIce of these partICIpants IS crucIal In
the qualIty control of ETP ETP alumm across the CEE now form a network of mformed
environmental actIvIsts m the regIOn WIth a nucleus of key leaders Unfortunately, the
ConsortIUm has not yet prepared the necessary computer software to assIst ICCs m bUildmg a
database on each mdlvldual partIcIpant and for use m follow-up actIvItIes

3 The Curnculum Program Content, Costs, and Replwabllay

The ETP courses prepared by the ConsortIUm partners were Intended to be bnef,
stand-alone workshops on themes that would buIld the capacity of the four targeted groups
NGGs, busmess, local/regIOnal government, and UnIversIties Thus, each course IS prepared
as a dIscrete entIty or SIngular expenence On the other hand, the partners wanted these

-courses to become buildmg bloc-ks af knowledge At least 30 percent nf workshop
partIcIpatIon IS WIth second, thIrd, or even fifth tIme attenders GIven thIs realIty, course
matenals need to be reVIewed In terms of a better modular deSIgn Because ETP has not used
a coheSive, sequentIal InstructIOnal approach to develop a mml-cumculum In each of the
target content areas, there IS a lack of contInUIty that reduces the effectIveness of the courses
as a "body of knowledge"

ETP offers a vanety of courses such as finanCIal management, envIronmental
audItIng waste management, and strategIC plannmg The InItial course offenng taught people
how to prepare a bUSIness plan--a skIll potential enVIronmental entrepreneurs have been very
eager to learn As ETP has progressed, It has become clear that the offer of these courses has
created the demand for them There appears to be a great thIrst for learnIng about environ
mental management Clearly partICIpation IS made easy and comfortable In reSIdentIal
settIngs With full subSIdy by ETP (partICIpants pay only small fees or, m most cases, no fee
whatsoever) As a non-formal, non-mstltutIonallzed educatIon program, ETP has sustamabl
lay problems There IS no plan for local replIcation of the courses, nor IS there a formal plan
for the systematIC preparatIon of local traIners These "one tIme" course offenngs are not
cost-effective Though some courses of the ConsortIUm members have been offered more
than once they have not been left WIth a local partner as "stand-alone mstructlonal packages"
whIch can be offered agaIn by local NGOs, local governments, or others

26

•

•

•



4 Methodology

The most slgmficant and salIent Impact of the ETP project IS the 1OtroductlOn of Its
partIcIpatory, mteracuve, cross-sectoral methodology ThIs type of teactungllearmng model
was new to the Eastern Europeans, and It has been embraced enthusIastically by them Rather
than the authontanan, dIdacuc lecture wtuch IS the standard pedagogy 10 the reglOn, the
partIcIpants are engaged 10 dynamIC, expenentIal learnmg actIVItIes All partIcIpants IdentIfv
thIS methodology as mdicatIve of an ETP course It IS recogmzed as an exerCIse 10 democracv
10 action as consensus-buddmg emerges 10 the class dIScussIons Usmg an mter-sectoral mIX
of dIverse partIcIpants whIch mcludes the target groups of envIronmental entrepreneurs,
NGOs, umverSItIeS, and local government, thIS learmng process IS a conSIstent strength of thIS
project At first people admIt they are III at ease WIth the dIfferent techniques, but thev agree
by the time a workshop IS over, that the expenence m the ETP democratic methodologv has
changed theIr attItudes and behaVIOr as much as the actual substantIve content on
enVIronmental matters

The preferred modalIty for all ETP courses IS the workshop/retreat where everyone IS
lodged and fed together throughout the course Though thIS ObvlOusly contnbutes to mterac
tIve process, It IS costly and cannot be sustamed WIthout cont1Oumg subSIdy In addItIon to
trammg courses, the ETP project has an mtern component bnngmg people from each country
for a study tour 10 the United States and fellowshIps for Ph D candIdates The mterns are
usmg theIr expenences from U S study tours 10 creatIve ways 10 the ETP program

5 Role of Sub-Grantee

Under the CooperatIve Agreement, ETP has a goal of placmg 50 percent of ItS
resources 10 sub-grant actlvltles ThIS component of the project encourages InnovatIon and
local relevance Proposals are accepted from both U S and local applIcants and the selectIon
IS made by mdependent evaluators, but there are dIfficultIes maIntamIng qualIty control Yet,

-thrs IS the way -ETP plants the seed money to bnpg the 10cal-actlYlSts mta the project and
develop Its country IdentIty So far, ETP has nurtured and developed a SIgnificant cadre of
strong leaders by first, mVItmg selected people to be workshop partICIpants, teachmg them
proposal wntIng skIlls, and then encouragmg them to submIt proposals for ETP sub-grants as
well as to other funders

These local InItIatIves are funded through an open bId process WIth some deSIgnated
grants WhICh permlts ETP to address local needs WIth mput from the people ImmedIately
involved III the problems and challenges of the reglOn It IS an Important component of ETP,
but It relles on dIreCtion from the ConsortIum and does not Include enough ICC and OAR
local dec1slOn-makmg to assure local relevance and actIVIty coordInatIon w1thm the sector by
the grantees
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6 Follow-up and Feedback

Wlth.m the current framework of ETP, follow-up has not been systematically used to
capture participant feedback that can be mcorporated mto workshop reVISions nor are partiCI
pants regularly tracked after trammg to find out the Impact the trammg expenence had on
theIr orgamzatIon and therr personal work Each year a retreat IS conducted by the ConsortIUm
to look at progress to date, but pnmanly It focuses on the next year's operatIOnal plan and
budget No eVIdence was found that feedback from partICIpants m each country was ever
mcluded m a retreat agenda Follow-up to workshops has effectIvely consolIdated speCIfic
workshop objectIves Tlus IS qUIte dIfferent than follow-up to capture feedback for revlsmg
trammg content and approach and for systematIC Impact trackmg Simply put, there IS no
systematIc partIcipant data gathered 10 the field and there IS no systematIc central effort to

analyze what lIttle data does get through the system Requests for course enrollment statistICS
from the UMlHHHI headquarters to asSIst WIth the team's evaluatIon produced confusmg
unrelIable numbers that UM staff adrrutted were not complete or accurate Even the first
year's partICIpant numbers by country could not be relIably gIven to the team at thIS rrud
pomt m the project's thIrd year of operatIons The course alumnI have valuable contnbutlOn~

to make for Improvmg workshop effectIveness, but there IS now no mechanIsm to
systematically gather thIs mformatlon and use It As part of the learnmg process, the concept
of formatIve evaluatIon, that IS, the use of data to change and Improve a program dunng
ImplementatIon, has not been mtroduced m ETP In thIs report, the team repeatedly
emphaSIzes the urgency of deslgnmg and mstallmg a management mformatIon system to serve
thIS and other cntIcal program needs

7 Documenting Training Results, Impacts, and Program Sustalnabllzty

In 1993-1994, the ConsortIUm partners deCided to conduct an m-depth evaluation to
deterrrune the effectiveness. usefulness. and Impact of the tram109 program 10 Bulgana The
local evaluators pomted out clearly that because there was no baselIne mformatIon regardmg
the knowledge, skIlls, and responsibilIties of the participants pnor to theIr trammg. and no
defimtlOn of theIr correspondmg "trammg needs," the evaluatIon deSIgn had to use self
assessment opmIOn surveys and extensive mtervlews as the sources of data for the study It
pomted out that the ETP did not have clearly defined goals or speCifically focused obJectIves,
makIng It very dIfficult to measure results Also, there are many varIables that ETP IS not
consldenng such as the fact that many people are unfarrulIar or uncomfortable answenng
questionnaires and thIs confounds the data ThiS evaluation model needs substantIal reVISIon
as the mformatIon system IS deSIgned to served thIs and other purposes

The problems faced by the Bulganan program evaluators are preCisely the same faced
by thIS team The team had to rely on affective mformatIon--how our mterlocutors "felt"
about the trammg supplemented by our random, m-field observations of cases to Illustrate the
Impact of the trammg ThIS was the only methodology pOSSIble under the circumstances We
have trIed to summanze our findmgs m response to speCIfic deSignated questions regardmg
trammg Impacts and meetmg trammg needs as they were asked m our Scope of Work ThIS
summary IS m Chapter IV followmg Further case matenal IS CIted m the country reports to
be found m the Annexes
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In. MAJOR RECOMMENDATIONS

TIns chapter IS dIvIded mto three major sectIons Each one bnefly recapItulates the
key findmgs detailed there and then presents recommendatIons for rrud-course correctIons to
the ETP program

A RecommendatIOns Regardmg USAID·ETP ConsortIum RelatIOns

In thIS section, major findIngs from the prevIous dISCUSSIon are summarIzed and then
followed by correspondIng recommendations The first set of recommendations are speCific
to USAIDIW-ConsortlUm relations and the evolv1Og USAIDIW-OAR relationshIps 10 the ne\\
decentralIzed order The last recommendations are addressed speCIfically to the OARs 10 the
three countnes VIsited

Fmdmgs

Smce the start of the ETP Cooperative Agreement, cntIcal changes have occurred 10

USAID's Program PolICIes to effect major decentralIzation of management OARs are
develop1Og country-specIfic programs and strategIc plans to replace or redefine
USAIDIW regIOnal projects OAR program coord1OatIon and overSIght IS replac10g
the pnmacy of USAIDIW (and other usa AgenCIes') project management Effective
sector mtegratIOn, WIth focus and concentratIOn, IS replaCIng preVIously fragmented
projects

'" The ETP Cooperative Agreement retaInS artIfacts of the old order, WIth centralIzed
USAIDIW RegIOnal controls, that are out of phase WIth ETP's evolUtion and
decentralIzed OAR authofltIes The ConsortIum has now recogmzed that ItS strong,
expenenced, able ICCs need decentralIzed authonty to match responsibIlttIes so as to
10terface WIth decentraltzed authonty 10 the OAR, to use resources effectively for
follow-through action, and for program development CA amendments need to
ehmmate layered approvals whIch Impede tImely actIOn (ICCs to OARs, to ETP
M1Onesota, to USAIDIW, to OARs, to ICC) ICCs need to be onented by ETP
Management, USAIDIW on theIr new decentralIzed program management roles and
how to share 10 strategIC planmng WIth OARs Budgetary ImpltcatIOns and CooperatIve
Agreement Amendments reqUIre ETP USAIDIW Project Manager analySIS and vett10g
wah each OAR

3 - ETP and USAIDI'V have not engaged ti'e O.6...Rs Hl- discuss10g country-specIfic end-of
project strategIes Some potentlally sIgmficant 1OstttUtlOnalizatlOn of ETP outcomes
are begmmng to emerge m each country, but thoughtful rethmkmg of the delIvery
sy~tem to serve these ends IS needed Both traclang Impacts (putt1Og tools m place for
objective measurement) and planmng for sustaInable outcomes (1OstItUtIOnalIzmg
results) need concentrated attentIon A first cntIcal mIss10g tool for thIS function IS

the lack of a comprehensIve, common-use Management InformatIOn System
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4 UM-USAIDIW financIal managers need to resolve how USAID advances of funds
under the USAID Letter of CredIt could, If properly utIlIzed, reduce chrOnIC fundmg
delays to ETP field programs (see SectIon B, followmg)

Recommendatwns

The ETPIUMlHHHI project manager should request the aSSIstance of a senIor
UnIVerSIty Fmancial Analyst, or an outsIde consultant, to develop an Improved USAID
funds-advance and program-supportIve dIsbursement system to effectively utilIze
USAID resources and advances

2 USAIDIW and the ConsortIUm, If necessary, should develop amendments to the
Cooperative Agreement to provIde for more appropnate decentralIzed authOrIty
consIstent WIth USAID's own changmg focus and the new centralIzed management
roles of the ICCs withm the ConsortIUm

3 Country-specIfic, end-of-proJect strategIC plannIng should be started to prOVIde for the
most appropnate of the follOWIng options for vettIng WIth each of the OARs
(mcludmg time-lIne and budgetary ImplIcatIOns)

• In Bulgaria fOCUSIng future workshops/grants pnmanly on mstItUtIOnalIzmg
the capaCIty of the Yantra RIver BasIn CouncIl (leadIng to Its formalIzatIon as
a democratIcally organIzed SpeCIal DIStrICt Authonty under Bulganan law),
secondanly on developIng a tramed cadre of Bulganan tramers, espeCIally 10

the NGO-Acaderrnc partnershIps, and finally on mstitutIOnalIzmg ETP network
mamtenance In the Yantra RIver area and 10 Varna

• In Romama the ground has been laId 10 PIte§tI, WIth the GAMA group, for
startmg an Arge~ RIver Basm CouncIl InItiatIve there, WIth support from the
OAR, sIrrnlar efforts rrnght be conSIdered for the OIt RIver Basm (based In
SiblU) and the Prahova (based 10 Ploe§tI) Though ETP momentum IS
excellent, there IS no real strategIC focus to the program now Moreover, the
OAR IS hIghly mterested In the approach as a way of tyIng together ETP WIth
WEC, WASH, local government development 10 these areas, and thus, WIth
democracy/cIvIl SOCIety buIldmg WIth NGOs

• In Poland FIrst, re-exarrnne ETP-planned mputs to the SIleSIan Techmcal
UnIVerSIty's (STU) Post DIploma StudIes Program to assure a more coherent
and mtegrated CUrrIcular approach and, 10 connectIon there, exarrnne STU's
potentIal role as the future steward of the ETP partICIpant network, 10

cooperatIOn WIth PKE, second, engage the OAR 10 a dISCUSSIOn of how the
ETP rrnght better serve hIS strategIC objectives 10 local government develop
ment and m meeting traInIng needs WIthIn Poland's EAP strategy OAR
Poland may want to conSIder USIng ETP to experIment WIth fOrmIng a non-
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governmental EnvIronmental CoordmatIon Councl1 for the KatowIce regIon that
could act much as the YRBC does m Bulgana

4 ETP. based on ICC/partner analysIs of progress. m cooperatIon WIth USAIDIW Project
Manager and OARs' assessments, should agree to reassess planned workshop
delIvenes to serve the end-of-proJect, strategIc fOCI for each country and. to the
maxImum extent possIble, usmg more locally tramed trainers and local partners to
tailor workshops as follow-on acttons to the substantIal base now m place m each
country ICCs. workmg WIth the OARs. should have the lead role In thIS process

5 USAIDIW should concur m the Impact traclang system. currently under deSIgn In
ETP-HHHI, and that It be put In final form as soon as pOSSIble. be made a follow-up
reqUIrement for each future workshop, and be used In follow-on actIVItIes by ICCs to
capture Informatton from pnor workshops Thts should be Incorporated Into the
recommended ETP MIS

6 USAIDIW should concur that ETP-HHHI develop a common software program for the
ICCs to Implement ImmedIately for profilIng. rostermg. and accessmg theIr rapIdly
expanding partICIpant roster, also as mtegral to the overall MIS recommended here

Recommendatwns to USAIDIPoland

The ETP ICC m KatOWIce has requested a letter from OAR that would recognize the
ETP-ICC and hIS role as wlthm the US offiCIal bIlateral program m Poland ThIS
letter may never be needed, but on the other hand, should tax or other Issues arIse
with PolIsh authOrItIes regardmg the ETP accounts and operatIon m Poland, such an
offiCIal commUnication could be very helpful m resolvmg problems The OAR Poland
has assured the team that such a letter would be prOVIded shortly

Poland-specIfic future relatIons to the upcorrung EAP and ItS traInmg needs could take
Into account the eXIstmg, demonstrated ETP capaCIty USAIDIW's approach of
compartmentalIzmg these program InIttatIves appears to be both mefficient and
counter-productIve The team would recommend opening that envelope so that ETP
could be engaged In a training needs assessment for the Poland EAP Then, the Issue
of ETP project extenSIOn and level of effort for ETP to prOVIde servIces assocIated
with the EAP could be meanmgfully addressed The team would certainly recommend
USing and extending ETP for meetmg trammg needs under the EAP rather than
reInventmg some new, untrIed Instrument for thIS purpose An amendment to the ETP
CA could allow for bUy-inS from the EAP or other projects to the ConsortIum for
tramIng servIces outSIde the current core-funded ETP program
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Recommendatwns to USAID/Bulgana

From the poInt of VIew of the ConsortIum, OAR/Sofia has made a preCIpItOUS deCisIOn
to phase out ETP two years earlIer than planned by them However reasonable thIS
may seem In terms of USAID portfolIo management and finance In BulgarIa, It creates
senous problems for the project and Its development lOgIC The five-year planmng
framework afforded the ConsortIUm a tIme-lIne of Incremental efforts to create
sustainable local trainIng capacItIeS and to generate InstItutIOnahzed results from
trainIng In effect, the last two years were, Indeed, the pay-off years

2 It IS the team's Judgement that OARIBulgana should reconsIder this deCISIOn \\Ie do
not argue for a full five-year contInuatIon or any specIfic level of fundIng, but we do
inSISt that a phase-out strategy and a correspondIng budget should result from a
genuine worlang plan and not from an announced cut-off The resultIng plan should
dnve the fundIng and the tIme-honzon deCISIons Planned follow-on lInks to ongoing
and future USAIDlBuigarIa aCtIVItIes should be Included In the strategy and bUIlt Into
the phase-out Tills would Include prOVISIon for the follOWing

• The Yantra RJver Basm Councu Tills body, borne of ETP's and others'
efforts, IS a illghly valuable development WIth great potentIal for BulgarIa s
enVIronmental management There IS no tradItIon In thIS country, or elsewhere
In the CEE regIon for that matter, for natural resource self-governance through
speCIal dIStrIcts created at local InItIatIve In the US and Western Europe,
such bodIes are commonplace and key elements In trans-JUrISdIctIOnal resource
management, deSIgned to the scale of natural geography The YRBC IS now a
coordinatIng NGO It IS made up of 37 representatIves from 15 mUnICIpal
governments plus area voluntary organIzations, water supply and user groups,
and SCIentIfic instItutes WIth care, It could become BulgarIa's first sub
regIOnal, democratIcally governed, natural resource authOrIty However,
natIonal legIslatIon would be needed to penrut Its legal converSIOn Into a bodv
WIth taXIng/fee-setting authonties and other resource-mobIlIZIng modahtIes WIth
real capaCIty and authonty over the nver basIn domaIn The YRBC needs a
sequence of developmental efforts to get there ETP now funds ItS secretarIat
VOCA has supplIed Its short-term adVIsor Further aSSIstance IS needed to help
the CouncIl shape a law, deSIgn the constItuting authonty and Its rules
(accountabIlIty base to CItIzens through the 15 elected governments In the baSin
and WIth other stakeholder representatIon), set ItS mandate and hrntts, and
prOVIde for ItS resource base

ETP and OAR/Sofia should shape a strategy for appropnate follow-through
aSSIstance to the CouncIl It may be that the new local government project In

BulgarIa could do thIS There may be a SUpportIve TA role for WASH and the
GIS project The systematIC evolutIon of the YRBC Into a YRB Authonty
could set the example for rIver baSIn management In BulgarIa, If not for all
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Recommendations to USAID/Romanuz

•

•

•

•

•

•

eleven of Bulgana's major rIver basms, at least for the SIX most Important
mcluchng therr watersheds and their effluent termIm at the Danube or the Black
Sea. The potential should not be lost

Follow-on Trauung Capacity In the Regwns- The team IS not convmced that
ETP Bulgana should try to develop formal post-diploma programs either In
Gabrovo or In Varna However, further trammg of trainers, hnked to the two
techmcal umverslties there rrught assure a sustainable base for self-Imtiated
tramIng by these two Institutions (Frankly, we discount other InstItutions
Interviewed such as the European Busmess College In Vehko-Turnovo )
However, a cut-off of ETP fundIng In Bulgana without planmng for thiS
strategy demes the project the chance to reach effective closure on thiS Issue
The matter could be well coordmated with the EMTC board to explore ItS

follow-on capacity and ItS ablhty to network m thiS arena Other measures with
other actors rrught be possible, but we urge that USAlD/Sofia should be
engaged, not disengaged from the planmng It should then make declslons--not
beforehand and not without the Investment In strategic planmng

•

•

•

•

•

•

3

USAIDIW EURlENR, the OAR Bucharest and the ConsortIUm should engage m a
thorough strategic plannmg exercise to formulate the focus, level of effort, and role of
ETP In Romama BuddIng on work to date and the excellent spmt of mter-proJect
coordmatlon created by the OAR, the team beheves that such an effort could make
thiS project a powerful tool of consohdatmg and Instltutlonallzmg those gaInS The
model recommended for that strategic focus Includes one or more River Basm
CounCils

The team also recommends that ETP's workshop plannmg, by ConsortIUm members or
by sohclted grants to Romanian mstltUtlOnS, be grounded on the agreed strategy and
not on off-the-shelf capacity among the Consortium partners The trammg targets
should be carefully coordmated With WEC, WASH, HIID, and the upcommg EAP
projects

A tIme-lme and resource levels needed for ETP workshops wltrun thiS strategy should
then be used to renegotIate the fundmg reqUIred and the time for project close-out If
the project authonzatlon and the Cooperative Agreement require amendments to
accommodate these plans, that, of course, should be done accordmgly

If appropnate to the strategy, assistance to form one or more River Basm Councd
secretariats (for the Arge§, and the Prahova and the Olt--If they are mcluded) should
be prOVided for either In the ETP envelope or through other arrangements such as In
the EAP or through WASH
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B Recommendations Regardmg ETP Management
The ConsortIUm, The Partners, and the ICCs

Wlule the ETP program has made substantIal progress In the first 30 months specific
management Issues need to be addressed to allow the program to be more effectIve and to
meet the challenges fac10g It 10 the upcomIng years The recommendatIons as In SectIon A
above, are preceded by a summary find10g FIrst, overall ETP management recommendatlons
are presented, followed by specIfic recommendatIons to the ConsortIum partners We then
conclude With recommendations on management 10 each of the three countrIes Visited Poland
Bulgana, and Romama

1 Umverslty of Minnesota

Fmdmg Chromc problems eXIst WIth ETP finanCial and program management at
MInnesota WhICh result 10 cnpplIng delays In processIng program agreements with partners
and WIth sub-grantees, and With provIdIng tImely finanCial support to field operatIOns These
problems are the outgrowth of three management charactenstlcs on the UM system for ETP

Fmdmg No manager has a full-tIme, SIngular and fully vested profeSSIOnal 10terest In
makIng the complex ETPIUM management system expeditIously serve program needs and
objectives The management structure uses five part-time managers who have msufficlent
fmancial and legal authonty to solve Issues, and are relIant on outSide organizatIOns (OIAP
and ORTTA) for rrussion-cntical tasks ThIS structure IS mefficlent, obscures authonty and
responsibilIty, and contrIbutes to Inflated overhead charges

Fmdmg Too many steps 10 the system for processIng sub-agreements and finanCial
Instruments are phySically (and managenally) 10 dlst10ct locations on the UM campus The
finanCIal management system pushes responsIbIlIty down the organizatIon Without
commensurate authonty and resource allocatIon at the field levels The finanCial system is
Incapable of effectIvely dealIng With management structure due to lack of performance by
ORTTA As a result, sub-grantees payment process IS 10adequate for meetIng program needs
Either the UmversIty IS not us10g ItS USAID Letter of Credit and Advance of Funds optIons
properly or it is not translatIng thIS mechamsm Into an Internal Advance of Funds system for
approved ETP project actIVities to faCIlItate tImely operations

Recommendation 1 The finanCIal management system must be restructured to
prevent contInued late payments and to 10crease the authOrIty of the ICCs In orchestratIng
workshop arrangements An Improved management system would benefIt both the ETP and
the HHHI 10 itS 1OternatlOnal actIVIties Three pOSSible alternatives, WhICh are not mutually
exclUSive, are proposed for ImproVIng the system
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• ConsolIdate the ORTIA and OIAP responsibilItIes In one office In the HHHI for ETP
accountIng ThIs would allow a stronger management Unit to solve problems and
ensure that fundIng IS disbursed In a tImely manner Such a system 1S 1llustrated In

the followmg figure

ALTERNATIVE #1:
ACCELERATED ETP FINANCIAL PAPER FLOW

ConsortIum Partner
or Sub-grantee

t
BUSiness

OffIce

ETP
OffIce

wIth full FinancIal,
Legal, and

DIsbursement
AuthorIty

• A second optIon IS for the UniVersity, together wIth the ConsortIUm partners, to
establIsh an "emergency fund" In each recIpIent country Tlus fund can be accessed
by the ICC If funds have not been receIved wIthIn a certaIn penod (such as 30 days)
before a scheduled workshop Tlus fund would be used by the ICC, after notIficatIon
to the ETP If funds for organIZIng the semInars have not been receIved ThIs system
would allow Mmnesota to use the USAID Letter of Credit and the Advance of Fundli
deVice throughout the system ThiS system IS Illustrated In the folloWIng figure

ALTERNATIVE #2
INCREASED ICC RESPONSIBILITY

___S_u_b-_gr_.nt_.._ .....I------I·~1 ETP
and

Consortium
P.rtners

ICC Disbursement
Fund funded by

ETPendCP

.. ,,

ICC US8S funds If NGO r------~---,
not paKi WIth'" 30 days

•

•

Busln...
Office

No""al procSSSIt1g "NGO paKi
<30 days bflfors S8I7Imar
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• A thIrd alternatIve IS to remove the financIal responsIbIlIty for NGG grants from
MInnesota and place It In another organIzatIon For example, NGG grants could be
adIlllmstered through a revolvIng fund managed by a regIonally based organIzatIon
such as the EnVIronmental PartnershIp for Central Europe (EP) based m Poland
MInnesota could establIsh a revolvmg fund WIth the EP WIth financIal reports on
executed sub-grants bemg used as the mechanIsm to replemsh the fund Overall
supervlSlon of the facIlIty, along WIth selectmg the NGOs for sub-grants should be
carned out pnmanly by the EP and the ICCs In each country, WIth Input from the
ConsortIUm partners Such a system IS Illustrated In the followmg figure

ALTERNATIVE #}
NCO PAYMENTS BY ENVIRONMENTAL PARTNERSHIP

Sub grantee I--
Grants
""Kito
NGOs

EnVIronmental
Partnerahlp

forCEE

ETP
and

Consortium
Partnera

Paymentnto
Revolvrng Fund

byE:TPand
Consortium PlUtners

Revolving Fund
forNGOs

RecommendatIOn 2 The present management structure at the Umverslty of
MInnesota IS Incapable of effectIvely managing the dIverse range of actIvItIes ETP
management at the Umverslty of Minnesota must be restructured to provIde for a full-tIme
manager fully accountable for project actIvItIes and fewer part-tIme staff for support
functIons

Internal Management Information System

Fmdmg No mformatIon management system has been developed to keep track of
pamclpants and assocIated organIzatIOns As a result, follow-up actIvItIes wIll be hmdered

Recommendation The UmversIty, m consultatIon WIth ICCs, should deSIgn and
Implement a comprehenSIve management infOrmatIOn system and a database of all
partIcIpants ThIS database should be centrally admmIstered by the UM, and locally
adminIstered by ICCs The UM should prepare a common-use computer software program
and then proVIde trammg for ItS use so that the ICCs can produce analySIS and tracking
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reports and can use the new system for follow-up actIons as well as to start a program of
systematIc Impact trackmg The MIS should be desIgned and Implemented as soon as
pOSSIble in Enghsh TranslatIon problems can be resolved later on a country-by-country

basIs

Sub-Grants Management

Fmdmg The ETP IS operated on the myth that each ConsortIUm partner plays an
active role 10 qUalIty control and effective support management of sub-grantees, espeCIally
WIth solicIted grants A slow and cumbersome RFP and selection process, combmed WIth
exceSSIve USAID mvolvement slows the effectIve ImplementatIon of workshop actIvltJes
USAID's need to approve every sub-grant, rather than overall cntena and targets, further
exacerbates thIS SItuatIon Too many US sub-grants are not cost-effectIve, are of uneven
quahty, and fail to recogmze the authonty and local knowledge of the ICCs Many sub
grants are made to organIzatIOns WIth eXIstmg ETP relatIonshIps, and msufficient cntena eXIst
for bnng10g 'new blood" mto the program No sub-grants reqUire follow-up for Impact
track10g and should do so henceforth

RecommendatIOn 1 The UnIVerSIty, along WIth all ConsortIum partners, should re
examme the eXIstmg procedures for revIew10g sub-grant applIcatIOns to ensure that the
appropnate nux IS obtamed of preVIOUS grantees versus new applIcants and between 10
country and US-based grantees ThIS re-exammatIon should also conSIder opportumtIes for
lOcreasmg award exposure to prospectIve applIcants m-country Every grant should reqUIre
follow-up geared to the new mformatIon management system, 10eludmg Impact trackmg
mputs

Recommendation 2 USAID should not be mvolved 10 approvmg speCIfic sub-grant
applications Rather, USAID and the OARs should work WIth the ICCs and ETP
management to establIsh cntena and targets for sub-grant awards, and rely on the ICCs and
ETP reVIew comnuttees to make speCIfic awards

Communlcatzons Management

Fmdmg External mformatIon management has faIled to prOVIde even mmimal
outputs WIth only one "quarterly bullet1O" completed 10 2 5 years MIcro-management
Im-oIvIng ETP and USAID frustrates ICC opportumtles to publIsh local newsletters and other
products

Recommendation WhIle the UnIVerSIty has partly addressed the Issue by hmng a
CommumcatIons SpeCIalIst, It stIll must adopt a commUnIcatIons strategy to make operational
a vet-undefined program In thIS area The ConsortIum must recogmze the strategIc and
operational Importance of commUnIcations The CommumcatIons SpeCIalIst should be gIven
substantial Independent authonty to promote commUnIcatIon among the ICCs, and to serve as
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the pnmary conduIt between the UnIVersIty, the USAID Project Officer the ICCs the
ConsortIum partners, and the OARs

2 World Wddlife Fund

Fmdmg The WWF provIded excellent InteractIve workshop and network buIldIng,
assIstmg ICCs In InfOrmatIon shanng and provIdIng on-tIme fundmg and support In
InformatIon center trammg (lIbrary program) Resolve needs to address ItS problems WIth
consIstently late payments to sub-grantees, late delIvery of matenals, and the need for more
take-away references for partIcIpant use after trammg

RecommendatIOn 1 WWF should conSider brIngIng the Library Program
management under the local supervIsIon of the ICC, whIle maIntaInIng technIcal Input to the
program UnIfyIng the management of the LIbrary Program under the ICC would assist the
ETP In workIng With the OAR to focus the ETP on the pnmary strategIc objectIves In each
recIpIent country

Recommendation 2 WWF should more carefully mOnItor RESOLVE workshops to
ensure that the Issues noted above are rectIfied

3 Instztute for SustaInable Commumhes

Fmdmg The ISC has been very effectIve In the ETP program However, ISC
workshop matenals have sometImes been subnutted In large quantltles and at very late dates,
plaCIng exceSSIve and Inappropnate demands on ICCs

RecommendatIOn The ISC should contInue to prOVIde ItS locally adapted
methodology to workshops, but should ensure that matenals are proVIded to ICCs m
reasonable quantIty and well m advance to ensure greater lead-tIme for ICCs to prepare each
workshop

4 Center for Hazardous Matenals Research

Fmdmg Most CHMR workshops have been excellent whIle a few were conSIdered
bv partICIpants as bemg too basIC and not suffiCiently adapted to local COndItIOns

RecommendatIOn CHMR should Increase ItS focus on workshop qUalIty and local
adaptatIOn

5 ICC Management

Fmdmg The ICCs, because of the UM finanCIal management problems, are often
forced to use funds from operatIons or follow-up actlvltles to fund ongoIng workshops ThIs
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IS In no way indIcatIVe of rmsuse of resources, but It may well raIse Issues regardmg the
conumnghng of funds 10 the event of an USAID audIt

FlOdin. Oearly, ICCs have not, until now, been gIven authonty commensurate with
theIr responsIbilities to manage workshops by ETP partners as well as sub-grantees ICCs'
operatIons requIre addItIonal mvestments to ensure adequate management of future ETP
aCtIVItIes

RecommendatIOn 1 ETP management should follow through wIth their commItment
to Increase the authonty and fundmg of the ICCs, tlus should Include their authonty to plan
and choose workshops, develop local needs assessments. develop promotIOnal and mfonnation
matenals, and develop long-tenn strategIes In cooperatIOn WIth the OARs

Recommendation 2 All ConsortIUm partners should be more responSIble for the
qualIty of workshops, and should ensure that sub-grantees recogmze the authonty of the ICes
m local adrrumstrauon of workshops and m oversee1Og follow-up actIVIties and Impact data
gathenng

RecommendatIon 3 The ICC should be encouraged to be more proactive 10 selectmg
tOpICS for workshops accord1Og to theIr assessments of the pnmary traIn10g needs The
system 10 Years 1 and 2 of the project only penrutted the ICC to select courses from a
"shoppmg list" proVIded by the ETP or ConsortIUm partners In Year 3. the team saw some
change to thIS supply-SIde approach to traInmg Encourag1Og the ICC to work WIth local
organIzatIOns to deSIgn serrunars could sIgmficantly aSSIst the program m becommg more
locally responSIve to felt tram10g needs and more SupportIve of lugh-Impact potentIal events

Country-Specific Recommendations Regarding Management

Poland

The ICC KatOWice Office ReqUIres Additional Management Staff The current
skeletal staff at the office IS 10sufficient for effecuve management and supervlSlon of all ETP
activities The office reqUIres at least one addItIonal staff member, a larger office, and
additIOnal eqUIpment (computer, fax) to manage the program m Years 4 and 5 Hav10g a
full-time office manager would allow the ICC DIrector, and lus aSSIstant, who also should be
full-time to focus on the key managenal and strategIC Issues of the program and would
reduce the amount of tIme consumed by routme office adrrumstrauve aCtiVItIes

Bulgana

The OAR and the ConsortIum must communIcate effectively on finanCial matters and
coordmate the decrease 10 fund10g 10 a mutually agreed end-of-proJect strategy The OARs
behef that Year 4 fund10g Will mclude $500 000 10 an uncomrrutted pipelIne IS at odds With
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the UnIVersIty's financIal assessment Clearly, If thIs fundIng IS not avaIlable, the drop In
fundIng to $64,000 In Year 4 does not represent a well-orchestrated and thoughtful dIsengage
ment strategy The team would also suggest that the OAR IS senously mISjudgIng the relatIve
effectlveness of the ETP program In InStItutIOnalIZIng major gaIns (e g , the YRBC) compared
to the EMTC acttvity which IS strugglIng to InstltUtlonalize Itself

The Bulgana phase-out should focus on bnngIng the Yantra RIver Basm CouncIl to
matumy, IncludIng more support to the Secretanat WIth whatever follow-up technIcal
aSSIstance and traInmg IS needed to assure a sustaInable outcome

Romanla

The ICC m Bucharest should begm developmg, WIth the OARlBucharest, an examIna
tIon of the pOSSIbIlIties of a nver management strategy for the Arges and, If resources permit
for the OIt and the Prahova RIver BasInS as well If such a program IS agreed upon it may
be appropnate to conSIder havmg an ETP sub-office In PIte~tI and/or SIblU or at least to
execute a support agreement for sub-regIOnal program support WIth a local partner on sIte

C Recommendations Regardmg Trammg

Two Important Issues-- sustaInabilIty and costieffectIveness--need to be kept In the
forefront of all ETP planmng for the final years of the program

ETP ConsortIum members, WIth the OARs In each country, need to fonnulate a
coheSIve, Integrated, and focused educatIOnal program, focused on an InStitutIOnalIzed
outcome such as the RIver BaSIn CouncIl or SImIlar Instrument of coordmated, long
term enVIronmental actIOn ThIS model can engage the grassroots NGOs as well as the
pollutmg Industnes, along WIth local governments and umverSItIes It may not fit In
all countnes, but the concept can be used everywhere for adaptatIOn Here we suggest
how the approach could proVIde a step-WIse framework for plannmg tramIng

The Yantra RIver Basm TramIng Plan should be worked through usmg the follOWIng
SImple steps

•

•

•

FIrst, WIth the eXIstmg NGO CouncIl, a baselIne Trammg Needs Assessment
for key nver baSIn actors and stakeholders should be carned out

A tramIng plan to meet these needs should follow, usmg a multIdISCIplInary
approach IncludIng mstructIonal systems deSIgn, envIronmental management,
and orgamzatIOnal development

Local tramers should be selected and prepared to develop and carry out the
workshops and to plan follow-on actIVItIes
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• Meanwlule, technIcal assIstance should be provIded to the CouncIl to help In
developmg a strategy for Its evolUtion lOtO a RIver Basm Authonty wIth all of
the legal attnbutes of a SpeCIal dlStnct govemmg agency

• OARIBulgana should replan ETP phase-out fundmg to achIeve at least these
program ObjectIves 10 the YRBC for sustamable project closure

,.., At thIS stage 10 the project, ETP should concentrate on remforcmg eXIstmg strengths
WhICh can be sustamable and cost-effectIve, such as

• Develop a corps of "Trainers of Tratners" to have more cost-effective tram109

with local personnel through the end of the project and to assure sustamabI!ltV
of the ETP democratIc, mteractIve tratnmg methodology ThIS should be done
thIS year, In each country, draWing, espeCIally (but not exclUSIvely) from pnor
ETP tratnees, facIlItators, and m-country tramers who have shown abIlItv and
mterest 10 mnovative pedagogIcal techmques and open dynamIC commumcatlon
aCtIvitIes

• Develop qUalIty controlled, Interactive workbooks and manuals based on
partICIpant feedback Matenals whtch can be used both dunng workshops and
for reference afterwards need to be emphasIzed Thts practice should be carned
over mto all course matenal

• Though ETP dId not mtend to mstitutIOnahze Its traInmg, the opportumty does
eXIst to repl1cate the courses A replIcatIOn strategy should be fonnulated 10

each country with target NOGs, umverSlUes, and consultmg groups engaged 10

the dIalogue

3 ETP should dIverSify the dehvery systems for tratnmg USing more cost-effectIve means
than the current reSidential retreat fonnat

ETP must prOVide ICes WIth a computenzed system for program information manage
ment WIthout It, they are hffilted 10 theIr abl1lty to do effectIve follow-up and
program results analySiS Moreover, thIS system WIll develop a data bank, WhICh, at
the end of the proJect, can be used by others to further the powerful envlfonmentaJ
support network the ETP has developed as well as yield mformatIOn useful to other
envIronmental actIOn programs by USAID and other donors

5 ETP needs to dIverSIfy the follow-up techmques to mclude actIVItIes such as
mentonng and consultmg

6 ETP should mtensIfy the publIc mforrnatlOn actIVItIes and mclude more mvolvement
of Joumaltsts and the medIa m all workshops
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IV SIX STRATEGIC EVALUATION ISSUES

The evaluatIon team belIeves that It has amply covered all Issues raIsed In Its charge
by USAID In the fonnal Scope of Work In the three foregomg chapters and In the three
country annexes to tlus report However, USAID and members of the ConsortIum requested
that thIS chapter be mcluded m the report In fact, It IS a recapItulatIon of mformatlon fully
documented elsewhere, but here summanzed as responses to SIX Issues as they were
prescnbed m the Terms of Reference for the asSIgnment The Scope of Work, Chapter III
Section B calls these "Issues for the StrategIc EvaluatIon" The first five are hsted as the
'Contractor's ovemdIng obJectives" An addItIOnal "complementary" Issue IS added regardmg
ETP's 1mpact on local governments

The chapter IS In fact a lIstIng of these Issues WIth commentary The first Issue the most
complex and the most contentious In terms of methodologIcal Issues for evaluatIOn 1S
addressed In the form of three country charts The others are addressed In narratIve

STRATEGIC ISSUE 1 "To assess and document the effectiveness and zmpact of the
program m addressmg traznmg needs m Bulgana, Poland, and Romama"

Elsewhere In the report the team has dIscussed 11s concern about the way In whIch 'trammg
needs" were establIshed by the ETP ConsortlUm and USAID We have argued that for lack
of a clear baselIne WIth a qualItatIve Inventory of the target groups' needs, the trammg needs
were not objectIvely and methodically assessed However, for the sake of this response, we
have extrapolated from ETP's practice the assumed "trammg needs" however they were
denved, from ConsortlUmlUSAID research and from theIr Jomt, rapId, field appraisals The
charts on the followmg three pages summanze our eVIdence of ETP's effectIveness and Its
1mpact In meetIng these "needs" m each of the countrIes VIsIted In each chart, the left-hand
column summanzes the "trainIng needs" that ETP has m fact addressed The other column
summarIzes the evaluation findmgs of "eVIdence" regardmg the effectIveness and Impact of
ETP trammg 10 addressmg these "needs"
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POLAND ETP OUTPUTS 22 Workshops/courses 560 PartIcIpants

Training Need.

Democratic Group Action
-Learn to share cross sec
toral dialogue & democra- tiC
process, to study Issues &
form JOint agendas to solve
env problems how to move
groups from Ideas to Jomt
action by regions & by key
problems

NGOs Learn to bUild org
capacity, seek fundS/Write
proposals, manage
resources/people, bUild
memberships & reach publics,
mobilize media other Info
means form coalitions for
action

SmalllMed Env BUSiness
Learn to write/employ
bUSiness plans, shape
marketing strategy, bUSiness
mgmt & finance - Learn to sell
env services for AudIts
Impact Assmnts other
consulting areas

LocallReglonal Government
Units With Eco-Mgmt Duty
Learn to shape Eco-Mgmt

Plans/Strategies, to write
sound env regs & enforce
them to do Env AuditS, Impact
Assessments & Inspections, to
manage/reg urban/Industry
waste pro-tected areas & to
manage & conserve water,
etc

UniVerSities & Tralnmg
/Research Institutes
Learn to teach applied

ecology With new methods,
CUrricula to deSign/offer
relevant short courses for key
eco-actors to deSign eco
studies CUrricula

ETP Effectiveness and Impact

The team interviewed over 100 Polish partIcIpants In ETP
workshops Consistently they cited ETP's Interactive
participatory, cross-sectoral methodology as an eye openrng
experience In democratic practice NGO leaders In particular cite
repeated uses of the method In their follow-on work with others
In a round-table with some 35 ETP alumnr most haVing attended
2 or more workshops We were told that ETP has begun a
revolution not only In training, but In democratic practice In

Poland

The REC for Poland Informed the team that Polish NGOs trained
by ETP receive their highest marks In grant requests they
consistently shows strengths In strategic planning, organization
and sound eco-actlon programs Interviews With the
EnVironmental Partnership, With the Polish Ecological club and
numerous other NGOs demonstrated that ETP training has
strengthened and expanded the Polish environmental NGO
network and their programs

One env bUSIness In organic cleaning grew from 75 employees
before ETP tralnrng to over 200 after & thru ETP formed a
partnership With a U S firm to market eco-safe products 2
bUSInesses reported Improving and expanding because of ETP
training 3 bUSinesses that market HRD (tralnrng) learned as
grantees the ETP method and are applying It In all their work

The KatOWice VOIvodshlp (provincial) governance conSiders ETP
a major Influence In shaping public policy through ItS trainees In
all sectors Through the LEM project ETP traIning methods are
beIng used to reach 5 large Gamlnas (municipalitIes) Public
research instItutes In KatOWice have been major partICipants In

ETP training and as adVisors to government are applying ETP
learning and methods In their work for government polley makers
ETP's direct local government training was yet to begin since
local elections had only recently been held Thus we cannot now
assess ItS Impact and effect

The crown jewel of ETP/Poland IS the emerging Post-Diploma
Studies program at the SileSian Technical University WIth a very
small direct financial contribution ETP IS leveragIng a major
commitment to a new post-graduate degree program aImed at the
managers of the major polluting Industries of the black tnangle
Though CUrriculum work IS needed to Integrate ETP With other
studIes the STU commItment IS firm and the program very
promisIng

44

•



•
BULGARIA ETP OUTPUTS: 33 workshops/courses 758 Participants
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Democratic Group Action
Learn to share cross-sec

toral dialogue & democra- tiC
process, to study Issues &
form JOint agendas to solve
env problems, how to move
groups from Ideas to JOint
action by regions & by key
problems

NGOs Learn to bUild org
capacity seek fundS/Write
proposals, manage
resources/people, bUild
memberships & reach publics
mobilize media, other Info
means, form coalitions for
actIon

Small/Med Env BUSiness 
Learn to write/employ
bUSiness plans, shape
marketing strategy, bUSiness
mgmt & finance - Learn to sell
env services for AuditS,
Impact Assmnts other
consulting areas

LocaVReglonal Government
Units With Eco-Mgmt Duty
Learn to shape Eco-Mgmt

Plans/Strategies, to write
sound env regs & enforce
them to do Env AuditS, Impact
Assessments & Inspectlons, to
manage/reg urbanllndustry
waste pro tected areas & to
manage & conserve water,
etc

UniverSities It Training
/Research Institutes
Learn to teach applied

ecology With new methods,
CUrricula, to deSign/offer
relevant short courses for key
eco actors to deSign eco-study
CUrricula

ETP EffectIve,... and Impact

The most dramatIC eVidence of applied ETP methodology In
democratic action IS found In Bulgana's Vantra River BaSin
Council Through ETP 12 local government plus NGOs
Industnes, UniversIties and Institutes and local bUSinesses have
formed a 37 member voluntary council to democratically govern
the VAB environment Bulgarian ETP participants elsewhere also
attest to their "democratic conversions" through ETP training and
are uSing It In conflict resolution and public problem solving
locally

In Bulgaria, the REC office also attested to the high quality of
ETP trained NGO proposals for grant funding for their programs
New NGOs In the VRB area are extendIng their Influence through
public education programs, Journals, and public action campaigns
Old NGOs, like Eco-Glasnost-Vama have used ETP training to
expand services In Env Audit and Assessments, school
awareness campaigns, expanded newsletter coverage and other
activIties

An Asbestos products manufacturer trained by ETP IS searching
for alternative products Two water companies have reformed
operations follOWing ETP training A Hunter/Fisher NGO In the
"game-tourism" bUSiness IS uSing proceeds to promote
conservation practices among farmers In the VRB watershed
The Varna Tech UniV IS now teaching ETP env bUSiness
planning and marketing

All muniCipalities In the extended Vantra River BaSin area
including Vellko-Turnovo, Gabrovo and S,lvlevo, have ETP-tralned
staff Since training, all have adopted strategic environmental
plans. Instituted Improved waste management regulations and
public services, adopted new mUnicipal enVIronmental regulations
and fee systems Ex-mayor of Varna confirmed ETP training
there has caused mUnicipal offICials to adopt new waste manage
practices at their Black Sea outfall The VRBC IS Itself a unique
CEE experiment In cooperative self-government among 12
participating mUnicipalities - all due to ETP

The team met With four advanced training institutions In Bulgaria
all were adapting ETP course materials for their CUrricula Only
the Tech UniV /Gabrovo was ready to present a full ecological
studies CUrriculum but was already offenng short courses uSing
ETP matenals The Tech UniV at Varna was also incorporating
ETP matenals and methods, especially In the courses taught by
the 6-8 professors who had served as trainers In ETP programs
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ROMANIA

ITraining Needs

ETP OUTPUTS· 14 workshops/courses 468 Participants

IETP Effectiveness and Impact

Democratic Group Action
-Learn to share cross-sec
toral dialogue & democra- tiC
process to study Issues &
form JOint agendas to solve
env problems how to move
groups from Ideas to JOint
action by regions & by key
problems

NGOs Learn to bUild org
capacity seek funds/wnte
proposals manage
resources/people, bUild
membershIps & reach publics,
mobIlize media, other Info
means form coalitions for
action

SmalllMed Env BUSiness
Learn to write/employ
bUSiness plans shape
marketing strategy busrness
mgmt & frnance, Learn to sell
env services for AuditS,
Impact Assmnts other
consulting areas

locallReglonai Government
Units With Eco-Mgmt Duty
Learn to shape Eco-Mgmt

Plans/Strategies wnte sound
env regs & enforce them do
Env Audits Impact
Assessments & Inspections,
manage/reg urban/Industry
waste protected areas & to
manage & conserve water,
etc

UniVerSities & Training
/Research Institutes
Learn to teach applied

ecology With new methods
CUrricula to deSign/offer
relevant short-courses for key
eco-actors to deSign eco
studIes CUrricula

Romanian ETP participants echoed the views of Polish and
Bulganans regarding the revolutionary methods of democratic
process and participation fomented by ETP In this highly
SUSPICIOUS society ETP has provided major breakthroughs for
many Cooperation among NGOs has greatly expanded and a
dialogue among the sectors, not before seen, IS working In
among the environmental sector actors Government EPA offices
partnered with ETP are promoting NGOs and new community
action groups

The environmental NGO explosion In Romania has benefitted
from ETP training, especially the PACT workshops through new
organization capaCity, and Improved programs NGO cooperation
(52 formed a new national aSSOCIation after ETP workshops) IS
growing NGOs In the Arge~ River BaSin are taking the lead Irke
GAMA Group In major new eco-management Initiatives NGOs
partnered with ETP are committed and strong

One Romanian bUSinessman got a major World Bank env
contract which he credits pnmarlly to ETP training In planning and
marketing Another In waste management has JOined With the
GAMA group and other NGOs to expand pnvate services through
the Arge~ communities A major polluting Industry In Plte~tl

followed ETP training With a WEe grant to start voluntary effluent
clean-up

ETP Romania has partnered Itself With the regional Government
EPA offices In SlblU and Plte~tl and thus has expanded ItS
Influence With other local/regional governments In the area ETP
municipal trainees In Tlmlsoara, SlblU Ploe~tl and Plte~tl have
adopted new environmental strategies mUnicipal regulations and
waste management plans The mayor of Plte~tl complained to
the evaluation team that ETP needed to offer more training for all
of hiS senior staff because of what had been accomplished
through the training of only a few

In both the Tech Unlv of SlblU and of Ploestl we found ETP
trained professors who were adoptrng ETP training methods In
their courses, adapting matenals to their ecological CUrriculum
and forming env NGOs among students Additionally the ICC
Romania IS a former staff member of the Romanian Ecological
University and through her, many there have taken ETP courses
and are uSing ItS matenals
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STRATEGIC ISSUE 2. "To determme If, and the degree to whICh, the program should be
a reactive program to answer unsolICited requests for assIStance"

The team has concluded that ETP has been reasonably responsIve to requests for
aSsIstance, especIally from other USAID proJects, WIthIn ItS resource capacIty and wIthm Its
mandate We beheve that It should contmue to do so but only wIthm the bounds of a clear
strategic framework that has reasonable "geograptuc" and "substantIve" boundarIes and wIthm
itS resource lIrruts Clearly the ETP consortIum and Its expenenced partner grantees 10 the
U S and 10 the CEE have a greater capaCIty for trammg services than fundmg 10 the project
can provIde We suggest, therefore, that USAIDIW conSider amendmg the CA to prOVide for
a "buy-m" mechanIsm for such expanded servIces By such a means, ETP core actIVItIes
would not suffer loss 10 performance accountabIlIty by dIverSIOnary service requests Such a
buy-m mechamsm would penrut other proJects/actors under the USG fundmg umbrella to use
their own resources to buy a proven trammg resource and to request taIlored workshops to
meet theIr objectIves WIthout dlstortmg the core fundmg objectIves of the ETP 10 each
country

To the extent that new EAP programs mclude a trammg component, thiS would be an
Ideal means to meet ItS traInmg objectIves WIthout havmg to mobl1Ize a new mstItutlOnal
resource ThIS mechanIsm may be partIcularly apt 10 Poland, but could be equally useful
elsewhere

STRATEGIC ISSUE 3 "To assess and recommend strategies to coordinate program
training activities with other US Govemment (USG) activities, "

Assessmg Coordmatzon Among USG EnVironmental ActlVltleS

As mdlcated 10 the body of thIs report and 10 the country annexes, the team found that
ETP has an excellent overall record of coordmatIon WIth other USG actIvItles 10 the sector
By far the best example of effective sector-wIde coordmatIon among USAID projects IS found
at the OARJRomanIa Here, the USAID RepresentatIve personally and through hIS full-tIme
enVIronmental staff officer has actively and dIrectly engaged VarIOUS projects 10 Jomt
activItIes, mcludmg several that cut across normal project boundarIes For example, by hIS
inItiatIve the IFES program to strengthen NOOs 10 CIvIl society Jomed WIth ETP 10

promotmg NGO traInmg for democratic practIce IFES reports that the ETP-traIned NGGs
are mdeed the most "democratIc" and the most CIVIcly actIve of all 10 theIr program The
Romama USAID RepresentatIve personally requested that the local WASH representative and
the HIID polIcy adVIsor attend ETP workshops and gIve guest lectures at some of them
Ailer, he further engaged them 10 cntIqumg the ETP program and In workIng WIth ETP on
follow-up actIVIties He has suggested to the local ICC how environmental traInmg gaps
could be filled by ETP courses and encouraged the ICC to cntIque hIS own sector strategy In
terms of trammg ImplIcations On a more mformal baSIS, the team saw conSIderable effectIve
coordmatIOn m Poland (e g , With CDI-Sanders International, REC, and EMTC) and In
BulgarIa (WASH, WEC, EMTC) done largely at ETP mitIatlve WIth effective ICCs In the
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case of LEM m Poland, the USAlDIW ETP Project Officer clearly encouraged and supported
the very effectIve coordmatIOn that the local ICC and the LEM resIdent advIsor achIeved
The most concrete Instance of hIgh Impact, coordmated effort IS found m the YRBC where
several USAID-supported projects have helped to consolIdate the formatIon of thIs new,
eXCltmg publIc body and to finance ancIllary supportIve actIOns m partIcipatmg mUnICIpalIties

StrategIes to Enhance Coordmatlon

The fIrst strategy the team would recommend IS that each OAR m the CEE regIon
emulate the example of the USAID RepresentatIve m RomanIa Perhaps USAIDIW could
request that Mr Hough speak on the subject at an upcommg regIOnal conference among
OARS and thus encourage them to use some of hIs technIques m theIr mISSIOnS

The second strategy for coordmated actIon we would recommend IS that of a focused
mstltutlonal program for enVIronmental Improvement Here our example IS the Yantra RIver
Basm CounCIl!Authonty dIscussed 10 our report ThIS approach prOVIdes lOgIC and
programmatIc focus for nearly all USG efforts m the sector as well as a vehIcle for hnkIng It

to democratIc mstItutIon buIldmg, local/regIOnal government development, and strengthenmg
CIVIl SOCIety (enVIronmental NGOs) It IS above all, a major experIment m self-governance
(though the YRBC IS not yet a formal governmg body) whIch uses trammg methods to
mobIlIze local groups for actIOn, to Inform ItS own members through Jomt problem analySIS,
and to develop effectIve actIon strategIes among area stakeholders

STRATEGIC ISSUE 4 "To evaluate whether the program should termznate as scheduled,
or if not, provzde Justification for contlnuatzon In any country and program area where the
consultant belIeves It should continue"

There are clear reasons why ETP should be conSIdered for extenSIOn beyond Its
present terrrunatIOn date m each of the countnes VIsIted However, It IS our recommendatlon
that any such declSlon should be made on a country-by-country baSIS as the outcome of each
OAR-ETP strategIC reVIew In each case, the followmg should be taken mto account

•

•

EAPs where the EAP IS to become the centerpIece for future envIronmental
actIOn, can the ETP be used to meet the tramIng needs IdentIfied (or presumed
to be there and have yet to be adequately surveyed)? Could the ETP be used,
WIth more refmed tools of analySIS than It now has, to do the needs assessment
more effectIvely than by usmg an unproven, less CEE-expenenced actor?
Could EAP funds be used WIth a "buy-m" mechanIsm to ETp?

RIver Basm CouncIls/AuthOrItIes What IS the hme-Ime and fundmg needed to
brIng these promIsmg, democratIcally governed, focused mstItutIons to
reasonable maturIty for sustained actIOn? How much asSIstance from ETP IS
needed (and over what penod of tIme) to sustam the mstitutIOnaliZatIOn process
toward matunty?
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• ASIde from these consIderatIOns, ETP and the OARs should agree on a phase~

out plan that IS strategIcally based If the two above consIderatIons are not
mvolved, then tlus strategy should be based on what should be left behmd by
ETP (10 all countnes tramed local traIners 10 NGOs and local authorIties and a
tending mechanIsm for the network of ex-partIcIpants and 10 Poland. the
CurrIculum transfer and mstItutIonal strengtheOlng for the Post-DIploma
Program at the SIleSIan TechnIcal UOlversIty)

STRATEGIC ISSUE 5. "[To] detenmne [the] degree to whu:h tralmng IS bemg used and
Impact on envIronmental laws, regulahons, mshtuhons, human health, and other effects"

The charts answenng StrategIC Issue I provIde consIderable data 10 answer to thIS
Issue and readers are encouraged to refer to these agaIn Clearly there IS firm eVIdence that
ETP tramees from mUOlCIpalItIes and regIonal EnVIronmental AgencIes 10 every country we
VIsited have applIed theIr tra10mg 10 reform1Og laws, regulatIons, and the local 1OstitutlOnal
strategIC approaches to enVIronmental management We need not repeat here the long lIsts to
be found 10 the country annexes WhICh have been summarIzed 10 the charts above

STRATEGIC ISSUE 6 "[Also to] assess the EnVIronmental TraIning ProJect's Impact on
the effectiveness of local government m the envIronmental sector"

Generally we found that local governments are bemg very effectIvely engaged 10 the
ETP multI-sectoral workshops Though dIrect ETP local government trammg had not begun
10 Poland, itS work WIth LEM was already reflected 10 practIcal traIOlng 10 five major
Gammas Our field survey prOVIdes the conSIderable case eVIdence of these Impacts 10 other
countrIes and they are summarIzed 10 the charts above whIch answer StrategIC Issue I We
refer readers to the next to last cell 10 each of the charts for a summary of ETP's effectIve
ness and Impact on local governments For more detaIls, we would refer readers to the
country annexes to thIS report
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ANNEX 1 EvaluatIOn of ETP an POLAND

• A USAID • ConsortIUm Relations

1 USAIDIW vs OAR/Poland and the ETP

•

•

•

•

•

•

•

•

•

Along with other elements m the regIonal enVIronment portfolIo ETP was not well
received mitIally by the OARIWarsaw as It contended with USAIDIW regIOnal managers Bv
delavmg approval of the first year Project ImplementatIon Plan (PIP) the OAR carne close to
vetomg ETP's start-up m Year I (startmg February 1992) ThiS created severe distress 'W IthIn
the ConsortIUm nearly provolang the resIgnatIOn of the ETP Project DIrector Fmally the
OAR Issued a letter authonzmg two long-planned start-up courses without overall PIP
approval Fortunately wIth a change m USAID representatives, a wholly different and
welconung attitude toward ETP IS now present m OARJPoiand and hIgher levels of project
activity, consIstent WIth ETPs solId accomplIshment so far are now bemg planned there

2 USAIDIW eEE and the ETP Project DeSIgn In Poland

In Poland, as the KatOWice regIOnal focus was set, no baselme was developed pnor to
~tartIng project aCtiVIties There was no quahtatIve mventory of the target groups (numbers
dnd capacIties of environmental NGOs, envIronmentally orIented small busmesses
local/regIOnal governmental umts dealIng wIth envIronmental matters) Nor was there a clear
profile of trammg needs withIn these audIences ETPlPoland stIll lacks a set of clear strategic
objectIves (defined outcomes and Impacts mtended) In Poland as elsewhere, traInIng gIven
wa~ based on the ConsortIUm partners' substantIal country and area knowledge of
environmental problems and Issues Perhaps m Poland, more than m any other CEE republIc,
thiS knowledge was mdeed m-depth and m great detaIl Thus the traInIng selected has been
apt to the conditIOns and has been perceIved by partIcIpants as meetmg theIr pnonty needs

3 Lookzng to the OAR's Future Program and the ETP

The team belIeves that It IS now tIme for the OAR to analyze ETP's future role 10 the
Poland em lronmental sector for USAID On the one hand, the strategIc focus of the project
10 Kato'W Ice needs to be anchored for regIOnal sustaInabillty and mstItutIOnalIzatIon there On
the other hand the potential of ETP as a resource for future envIronmental traInIng (perhaps
under the EAP program) needs to be examIned and decIded on Correspondmg amendments
to the current CooperatIve Agreement should be negotIated m the course of the next few
months to accommodate Poland-specific ETP engagements

4 The USAID - US EPA Turf Issues

In Poland the team was pleased to find that the ETP and US EPA's EMTC are
collaborating very effectively EMTC located In Warsaw has concentrated on EnVironmental

.\.NNEX 1



Impact Assessment (EIA) trammg and has been focused malnly on the greater Warsaw regIon
ETP has been concentrated m the KatOWice region and has done no EIA tralnIng Only a feow
natIonal officials have participated m ETP tralnIng, but reports are that thIS has been valuable
m the mteractIve, cross-sectoral Impacts that resulted EMTC has reported slIrular findings bv
mcludmg a varIety of tralnees m theIr prograrns--thus both programs have tned to be
mcluslve EMTC has found that by follOWing the ETP approach, mcludmg NGOs busmess
local/regIOnal offiCIals and acaderrucs m theIr workshops they encourage an mteractl\,e
learnmg dynanuc that fosters subsequent networkIng and collaboratIve problem-solvmg WIth
national offICials Simply put, at the country level of these two projects, the EPA-USAIDf\\

turf questIons Simply are non Issues

5 ETP's Suppomve/Collaboratzve Relatzonshlp WIth
Other USAID RegIonal Projects In Poland

Local Envzronmental Management (LEM) Project The tearn found an excellent
working relatIOnshIp has been sustamed between these two projects WIth ETP contnbutmg
sIgmficantlv to LEM s tralmng deSIgn provldmg tralned facilItators/tramers to Its actIvmes
and otherWIse collaboratmg fully In tum, It IS antIcIpated that as ETP now beginS to focus
on local offiCIals some of LEM's expenence and matenals wIll be used m the ETP modules
The USAIDIW ETP Project Officer for ETP IS also project offIcer for the LEM She
deserves speCIal credIt for facilItatmg the excellent workIng relatIOnshIp between these two
endeavors and for the effiCIencIes thIS collaboration has created

Capaal Development Inzlzatzve ETP has mcluded 10 Its busmess-onented trammg
mformatIon about the CDI In one case the team saw fIrst-hand ETP partICIpants had used
the CDI connectIOn to establIsh a Jomt venture WIth a U S fIrm to produce, sell, and use an
envIronmentally fnendly cleamng product 10 Poland Based on thiS new venture and the
dpphcatIOn of theIr ETP trammg 10 their overall busmess, they have grown m slIghtly over a
vear from a 75-employee operatIon to over 200 However, the team has not been able to
trdck. other such CDI connectIons

Harwrd (HIID) Envzronmental Polze", There have been no dIrect ETP programmatIc
connectIOns WIth HIID s efforts at the natIonal level However, the ETP Project DIrector Dr
Bochmarz does regularly VISIt the HIID reSIdent adVIsor m Warsaw as a way of Imkmg
polIcv-level thmkIng to the ETP program

The team notes the very pOSItiVe development m OARIPoland WIth ItS declSlon to
emplov a hIghly qualIfied second EnVIronmental OffIcer ThIS should afford the OAR With
opportumtle'i for more regular ETP program mteractIOn, and aSSIstance to ETP as the OAR
actively coordmates EAP developments and other enVIronment projects With the m-country
project managers m the sector UntIl now, such coordmatIon has been dIfficult and sporadIC
at best espeCIally for the ETP/ICC located m KatOWIce, away from regular contact With
OARIWarsaw

•

•

•
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B ETP Management an Poland

The ETP project has been very successful m reachmg the four target groups for
trammg UnIVersItIes, enVIronmental busmesses, non-governmental organIzations, and local
government ThIS success IS due to the excellent work carned out by the ICC, and mput from
the GAR office, and the abIlity of PolIsh partICIpants to translate the traInmg mto practice

1 FmanclO.l Issues and Sub-Grant Management

The chronIC delays m funds disbur~ement by Mmnesota has been particularlv
troublesome for many sub-grant rec1pients m Poland ThIS resulted m exceSSive time
expenditures on behalf of the Polish ICC to attempt to mtervene and speed up the pavment
process ThiS mterventIOn resulted m some Isolated cases mover 25 faxes bemg sent to
expedite one s10gle long-delaved grantee payment ThIS type of tIme-consumIng dogg1Og
of ETP UMJHHHI headquarters for routIne support reduces the amount of time avaIlable to
the ICC m other more managenal and strategIc actiVitIes

In at least five cases delavs 10 contract approval or finanCial disbursement to grantee~

trom GRTT A. resulted 10 the rescheduling of a workshop or the attenuation of the preparation
time For example contract 1ssues curtaIled by almost two months the amount of time Inter
dont had to prepare itS traInIng matenals and, even then, 1t had to prepare most matenal on
~peculatIOn pnor to receipt of itS 25 percent advance Had Inter-dont waIted until all
dpprovals from GRITA were given, the course would have been delayed by at least nme
weeks bevond itS actual start-up

Several other sub-grant reCIpIents 10 Poland also were forced to rely solely on the
ICC ~ \ erbal approval of the grant award to begm prepanng matenals rather than the legallv
bmdmg approval from GRTTA ThIS leads to conSIderable 10secunty by the reCIpIents as to
the entire program s fmancial ViabIlIty and reliability, both of whIch are reqUIred to effectively
Implement ETP actIvltles

2 ICC Management Issues

The ICC office 10 KatOWice represents the implementor of the overall traInIng
program A part-time ICC 10 Warsaw has been very effectIve m mamtamIng commUniCatIOns
\\ Ith the OAR as well as 10 coord1Oat1Og ETP With other sectoral actIvItIes based In the
cJpital The ICC KatOWice arranges all workshop lOgIStICS, translatIon of all trammg
ffidten<tb ~chedulmg of all courses, and does all follow-up WIth partICIpants He also acts as
In mtormal network manager for the grow1Og community of ETP alumnI ICC Katow1ce has
been able do all thIS WIth a 'itaff of only one full-tIme coordmator and one part-tIme aSSistant
Thev operate out of a lean, cramped one-room office WhIle thiS may be a very cost
etfectlve strategy it has been accomplished only because the ICC has been w1lling to work
very long hours and to mobIlIze volunteer aSSIstance dunng crltIcal penods

•
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WIth the expansIOn of the Poland ETP program In Year 3 and the reqUIrement of the
ICC s active partIcIpation 10 the development and Implementation of the Post-DIploma
Program, contmued rel1ance on the eXIStIng skeletal staff at the ICC office IS neither WIse nor
practIcal Overall management Issues, the structured schedul10g of course work and the
development of new courses for ETP graduates WIll requIre extensIve contnbutIOns from the
ICC Therefore, the ICC staff wIll need to be expanded to meet the 10creasIng responsIblhtIe.;;
of the office ensure the effectIve management of eXlst10g programs and develop d strategIc
plan to expand ETP offenngs both programmatIcally and geographIcally As noted 10 the
recommendations In the body of thIS report, the team s estImate IS that the ICC need'l a tuIl
tIme office manager plus a full-time aSSIstant to effectIvely manage thIS Important progrdm

3 Plannzng vs ImplementatIOn

Overall, the ConsortIUm fully met the planned quantitatIve tra1010g outputs <\ total of
17 tra1010g courses were given to approxImately 560 partICIpants In addmon the qualitY of
the tra10mg courses given was almost umformly praised by partICIpants

C Trammg

1 Trammg Needs Addressed m Poland

The ConsortIUm partners were aware that the techmcal knowledge and skills of the
people 10 the KatowIce regIOn were well developed 10 the umversltles, techmcal mstltutes
secondary schools, and NGOs--all of WhICh have some type of enVIronmental educatIon
programs However, these tend to be generalIsts 10 nature and do not study the pragmatic
problem-solvmg needs WhICh 10dustry IS fac1Og, nor do they offer courses WhICh address the
needs of the rapIdly chang10g SOCIo-econOIDlC condItIons Clearly a w1Odow of opportunlty
was open for a program whIch could be expenentIal and practIcal such as the ETP project

It IS difficult to lIst the numerous research 10stltutes dealIng with the envIronmental
problems 10 the KatOWIce regIOn (e g , InstItute for Waste Management M1010g InstItute
Institute of IndustnalIzed Areas and Ecology) They are all undergomg restructunng WIth
changmg IdentIties to fit new roles 10 the market economy and democratIc SOCIety The
trammg needs of these entItles Include both new skills for theIr new mandates as well as new
problem-solvmg, cntIcal thmkmg, and decislOn-mak1Og process skills

With over 2,000 regIstered NGOs 10 the KatOWIce area, many WIth envIronmental
concerns the traIn10g needs faced by these groups are very complex as they try to find funds
for theIr actlVltles, learn to cope WIth new local governments, and contmue theIr work 10
public awareness campaIgns In additIon, as people realIze the advantages of entenng the
pm, ate sector through the development of small busmesses, they readIly recogmze the need
for trammg courses to gUIde them along the new paths of entrepreneurshIp The popularIty of
courses on busmess plans and marketlng SIgnals the Importance of the busmess management trammg
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Through a carefully conducted selectIOn process, ETP has produced strong dvnarruc
and well-tramed envIronmental leadershIp 10 the KatowIce regIOn A strong network of
people 10 the dIverse sectors of busmess, local government and NGOs has been establIshed
and they have developed a cooperatIve lmkage 10 theIr work~related actIvities

2 Program Content - CurrtCulum Development

Smce the Inception of ETP. the KatOWice RegIOn ICC has organIzed and conducted 22
course offenngs for about 560 partICIpants Due to the severe constramts of the PolIsh
economy It IS dIfficult to assess the demand for trammg If ETP relIed on a pay as YOU go
plan

In all courses speCIal mstructIonal matenals have been produced mcludIng In ~ome

cases, InteractIve workbooks and manuals When these types of workbooks were avaIlable the
partIcIpants were very pleased and requested them for all courses Unfortunately ETP does
not have a qualItv standard for all theIr course matenals. whIch severely constraInS the long
term usefulness of the trammg expenence as well as ItS cost-effectIveness Because the
courses are ot short duratIOn (three to fIve days). It IS Important for partICIpants to have
matenals they can go back to for clarIficatIOn and reVIew of mformatIon and skills As the
ETP project evolved ItS IteratIve-reIteratIve modalIty of repeatmg courses. there were more
KatOWIce case studIes mcluded In the program

3 Trazmng Methodology

Dunng the evaluatIon mtervlews, the partiCIpants consistently CIted the particIpatorY
mtersectoral methodology to be extremely Important 10 detenrun10g the value of the courses
The ETP project has conducted only one tram1Og-of-tramers course for all project countrIes,
WhICh tour people from Poland attended ThIS IS not suffiCIent to meet the future needs for
such tramIng In Poland ETP should prepare a cadre of tramers In varIOUS orgamzatIons who
could through theIr own InItIatIves, satisfy the grow1Og demand for ETP-type workshops
Fortunately the EnVIronmental PartnershIp 10 Poland has recently receIved an ETP grant Just
for thIS purpose Over the course of a year, 10 an IteratIve sequence of trammg serrunars for
tramers m trammg. EP WIll produce some 24 well-qualIfied tramers based 10 PolIsh NGOs
\\ ho \\Illl be .lble to contmue such workshops 10 the future We commend thIS example to
ETP for other countnes and for addItIOnal grants 10 Poland

.J Role of Sub-Grantees

In courses offered by the sub-grantees. there are no gUIdelInes for plannmg conSIstent
logIStIcal ImplementatIon One course offered bv a research mstItute rented costly computer
eqUIpment mstead of usmg theIr own On the other hand, one sub-grantee mtroduced an
mnOyative tollow-up techmque to a course on legal penruts allowmg the partICIpants to
telephone the tramers after the course for adVIce and counselIng

•
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5 Follow-up and Feedback

In Poland. the Post-Diploma Studies Program at the SIlesIan TechnIcal UnIversIty
startIng In November 1994 Will use ETP courses as part of a special CUITIculum for upper
level managers of Industry In the Katowice area The unIversIty has planned and developed
this advanced-level program with great care and enVISIOns It to be a major contrIbutIon to
envIronmental amehoratIon not only In Katowice, but In the CEE regIOn as well At thl" pomt
10 tlme. It appears to be a very ambitIOUS program, dependent upon a diverse group of
fund10g sources The ETP mput IS substantIve, but a great deal of work needs to be done IO

effectively mtegrate ETP matenal mto the evolvmg cUITlculum of the program

D Impacts and Sustamabdlty Poland

1 The ETP Network In Poland

The team found m Poland that the ETP, wIth the ICC and hIS office at the center had
taken on an mformal, mstItutIonalIzed role beyond the formal one of general manager of
10dlvldual trammg actIVIties ETP partICIpants m the KatowIce regIon, espeCIally those who
had taken part m more than one trammg, had formed an envIronmental actIon network among
themselves that was m many ways mutually remforcmg They seek one another out to solve
problems because fellow ETP partICIpants now speak a common language and share the
common propOSltlOn that "There are no, no-way-out SItuatIons" Thus, ETP-tramed NGOs
talk. to ETP alumm m busmess and local/regIOnal government and VIce versa m a cornmunm
of mterest and collegIalIty that did not eXist before

How thIS network can be sustaIned after the project ends merIts thought now Perhaps
the Sl1eslan TechnIcal Umverslty, as It mstItutIOnalIzes the ETP-supported Post DIploma
Program would be wIllmg to keep the roster of all former ETP tramees and agree to host
perIOdIC alumnI gatherIngs associated wIth ItS own formal program ThIS mformal cross
~ectoral center of envIronmental activIsts m the KatowIce regIOn ITIlght be formally organIzed
as a separate NGO wIth some modest support from the KatowIce VOlvodship EnvIronmental
Fund Alternatelv, perhaps the local chapter of the PolIsh EcologIcal Club (PKE) would be
wI1I1Og to take on thIS network maIntenance and facIlItatmg role wIth a modest ETP start-up
grant and ~ome help from the VOlvodshlp These and other alternatIves need to be explored
dnd a strategy adopted and Implemented soon

2 NGOs

Clearly the PKE IS the strongest of the NGOs m KatowIce regIOn (There IS a PKE
chapter In each of the natIon's 49 VOlvodshIpS) After partICipatIon m ETP trammg
espeCIally the proposal wrItmg workshop, PKE/Katowice has sought and obtamed Increased
grant support to ItS program from varIOUS donors m eqUIpment, supplIes, and specIfIC project
support Its 500 members m the regIOn are mostly profeSSIOnals and communIty elItes After
ETP tram10g ItS leadershIp IS now dlscuss10g a strategy for popular expansion through a
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broadened, popular membersrup base that could sIgmficantly mcrease ItS capacIty to mobilIze
partICIpatiOn on ecologIcal Issues to Interface WIth elected local governments The EcologIcal
Partnersrup (EP), actIve throughout Poland but based In Wroclaw, IS USing ItS sub-grant WIth
ETP to create m-house trammg capaCItIeS m dozens of NGOs With sIgmficant multIplter
potentIal Elsewhere m thIS report, the team notes how ETP could make ItS own sub-grant
program for NGOs In Poland more agIle by domg all NGO sub-grants through the EP Such
an arrangement would not only make these grants work better and faster but It would
strengthen the EP as a sustamable grant-makIng and NGO-coordInatIng/facilItatIng/networkIng
InstItutIon

Observed cases of ETP Impact on NGOs abound l
, but systematIc follow-up for

tracking such Impact has not been regularIzed The team strongly recommends that
henceforth all sub-grants by ETP and each trammg delIvery should Include a sIx-month vear
and/or 18-month follow-up survey requIrement Ulllversity of MInnesota s current evaluatIon
person should submIt ~uch a plan at the upcomIng Consortlum retreat Every grant ~hould

Include the fundIng (shared bv granteeIETP'J) necessary for thIS "ystematlc follow-up
evaluatIve Impact trackIng aCtiVIty

Beyond anecdotal eVIdence2
, It IS equally Important that ETP grantees and program

module executors be oblIged to do systematIC follow-up as dIscussed above

•
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EnVlTonmental Busmesses

Local/Regzonal Government and Publze Instztutzons
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Through the LEM project, ETP has made a major contnbutIon to the traInmg program
that IS now beIng offered to the five target Ganunas m that program Havmg aWaIted the
results of elections ETP's own local government traIlllng IS Just now bemg orgalllzed for
Year 3 However, the evaluatIon team was Impressed with the enthUSIasm of VOlvodshIp
otficials who note much hIgher qUalIty NGOlBusmess applIcatlons for VOlvodshlp
Em Ironmental Fund grants Though not systematIcally tracked, one sub-grantee noted that Its
traInIng tor local offiCIals had reduced the number of enVIronmental penrut processIng errors
In the partICIpatIng localItIes by a remarkable number (SvstematIc, quantitatIve trackIng of
thIS ETP Impact could have been bUIlt Into the sub-grant)

One tramee who came to the program as an NGO animal protectionist has SInce started an organized
c.ampalgn to clean up the Vlstula RIver He IS organizIng community groups to lobby their local governments all
along the fl\,er baSin

An ETP tramed eco bUSInessman wryly told the team that ETP had enabled hIm over two years to reduce
hiS losses from 2 bIllion zlotys per year to a prOjected 500 mI1hon He IS now diverSifyIng and In another year he
expects to make a profit The story of the CDI connected JOInt-venture for cleaning solvent production applIcation
was noted earlIer

•
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5 The Slleszan Technu:al UmversUy--Post Dzploma Studzes

Tlus IS the one component of the ETP that has a clear sustaInable "lOstItutlOnal
capacIty" bUIldlOg objective As noted above, It may also have the potentIal for a broader
role regardlOg sustaInIng the networklOg Impact of ETP should the UmversItv agree Clearly
as indIcated 10 Section C above on traInIng, there are pedagogIcal cumcular Issues that need
to be resolved In that program However, the team was Impressed by the enthusIasm and
comnutment that the Umversity leadershIp has for thIS program They are mObIlIZing
Umverslty VOlvodship and National EnVIronmental Fund support to habIlItate space and
proVIde computers and trammg eqUIpment for the program ETP's first-year contnbutlOn of
only $22,000 WIll leverage four to five times that much m these other mvestments The
UnIversity leadershIp has a long-term VISIOn to make the program fully self-supportmg
through tUItIOn fees WIthIn four to five years
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ANNEX 2 Evaluation of ETP ID BULGARIA

•

•

A USAID· ETP Consortium Relations

I USAIDIW vs OAR/Bulgaruz and the ETP

In Bulgana, the OAR started as one man In a hotel room Ever SInce the OAR hali
been and still is penunously staffed Even so OAR/Sofia has maIntaIned a remarkable
trackmg system for Washmgton-generated actiVities as well as an impreSSive overall grasp ot
the burgeonIng portfolIo It has developed from thIS expenence a coherent countrY strategy
tor itS FY 1995 program

But with so hmaed a staff m-field, Inter-project coordmation and mOllltonng has been
uneven m each sector as have USAIDIW staff commulllcatlons to and wIth the OAR m
design and deliverY Misunderstandmgs and faulty commUlllcattons have followed with
executmg agents Regardmg ETP m Bulgana important examples and theIr effects are cited
below

Due to staffing parSimony, OARlBulgana only thIS year decIded to appomt a full-time
local-hire profeSSIOnal dedIcated exclUSIvely to the environmental sector ThIS appomtment
wlll fill a major gap for support to the dIverse enVironmental actlvittes--from the past and
new emergIng ones--that need strategIC complementanty and synergy, coordination, and
gUidance from the USAID country ffilSSIon Such coordInatlon IS espeCially cntlcal to
effective phase-ms and phase-outs, perhaps more so even than for ongoing momtonng, if
sustamable impacts are to be captured and nurtured

2 USAIDIW EUR • OAR/Sofia and Consorllum Commumcahons

In BulgarIa, USAIDIW and ETP commumcations WIth the OAR have become a major
I~liue of great import to responsIble ETP country management The OAR adVIsed the team
that It had long had an understanding WIth the USAIDIW EUR EnVIronment Office that ETP
\}, a~ to be phased out m three years He showed us hIS file copy of thIS memorandum ThIS
agreement ho\},ever was not commumcated to the UlllVerSlty of Mmnesota by the OAR or
bv l SAIDIW Only m February 1994 (the start of Year 3) dunng UlllverSlty of Mmnesota
A~"'OClate ETP DIrector Dr Perry s ViSit m Bulgana to reVIew WIth the OAR planmng for
ETP 'l: ears -+ and 5 was he mformed of thIS agreement The consequences of thIS nus
commumcatlon are only now bemg absorbed They are further dIscussed followmg

•
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•

•

In Bulgaria one of the first issues to anse from deCISIonal tenSIOn between USAIDIW
and the OAR was related to program focus as recommended In the ETP mltlal needs
a~sessment exerCIse The USAIDIW-ConsortIUm assessment team selected PlovdlV and Varna
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as theIr two ETP sub-regIonal focus areas Shortly afterward the OAR BulgarIa
renegotIated' a sluft from PlovdIV to the Yantra RIver Basm HIS reasons were soundh

based on lus country knowledge of PlovdIV problems and on lus Judgement that a Yantra
focus could Imk ETP WIth WASH actIvItIes m the Danube RIver BaSIn The ConsortIUm
however InItIally saw Itself caught agam m an USAIDIW<->FIeld MIsSIOn struggle over who
sets prIorItIes who deCIdes about programs, theIr levels and targets as well as the vectors for
the aSSIstance efforts ThIS and perhaps other questlons delayed first-year project
ImplementatIon everywhere mcludIng BulgarIa Not untIl December 1992 was the first real
ETP course delIvered here

When BulgarIa's two reglOnal fOCI were set, however, neIther USAID nor the
ConsortIUm developed a real baselIne pnor to startmg project actIVItIes Indeed In BulgarIa
as elsewhere the trammg gIven has been dnven by USAID's agenda (NGOs, bUSInesses local
government), and the ConsortIUm partners' prIor knowledge of the envIronmental Issue~

InStItutIOns, and problems In the country

4 The USAID - U S EPA Turf Issues

In BulgarIa. the SItuatIOn IS peculIar SInce the ETP ICC was also employed half-tIme
bv the ISC WhICh was helpIng to set up the U S EPA-sponsored EMTC On the one hand
thIS assured that the two programs dId not conflIct or compete With one another, but on the
other It led to some confUSIOn as to mandate, boundanes, and roles Clearly, the two
programs have collaborated and seem to enJoy mutual respect EMTC seems to have
concentrated on EnVIronmental Impact Assessment (EIA) traInIng and selected technIcal
Issues (e g , hazardous waste management) It has done some regIonal traIn10g under ETP
grants but otherwIse has focused mainly on the natIonal level ETP has concentrated 10 Its
two regIOns But EMTC has not, as fIrst planned, focused only on natIOnal government
InStItutiOns but has found that the ETP model of hav10g InteractIOn across sectors IS crItlcal to
breakmg do'W n old structural separation and to creatlng subsequent 1OteractIOn on a workIng
level Thus both programs have tned to be 10clusive The team's mqumes do not show that
E\1TC tram10g capaCIty In BulgarIa IS any greater than that of some of ETP's other small
grants partners Only recently has It formed a national board of dIrectors and It has no
reliable fundmg stream from non-U S sources Its mstltUtlOnalizatIOn IS precanous at best
dnd at worst merely a prospect

5 ETP's Relahonshlp WIth Other USAID RegIOnal
Projects In Bulgana and ResponSIveness to the OAR

The team was Impressed by the collaboratIOn that ETP and WASH had establIshed In
IInkmg the ETP-supported Yantra River BaSIn CouncIl Inltlatlve WIth WASH actIvlUes and
the folIo'W-through work by VOCA The Yantra IS a tnbutary of the Danube and therefore an
Important lInk to WASH s Danube mandate WASH's fundIng for Gabrovo and VelIko
Turnovo capital Investments In wastewater treatment were timely reInforcements to the
program The VOCA volunteer brought CrItical organIzatlonal know-how to the YRBC but
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more support to the YRBC IS essential m the ETP phase-out strategy and for
USAIDlBulgana's follow-on plannmg for local government assIstance

The Bulgana Regional EnVIronmental Center advised the team that ETP NGO tramees
In effectIve proposal wntmg have won several of theIr small grants to NGOs Moreover they
are financmg an IncreasIng number of the NGO aCtIVItIes specIfically In the ETP target
regiOns because of strong NGO capacIty and program plannmg

For lack of staff and asSOCiated time for It OAR/Sofia has not conducted regular
Environment Sector strategy seSSiOns among the USAID-funded projects The monthly OAR
meeting for all projects In all sectors does not adnut to real substantIve Interchange for
~trategic plannmg and synergIStIC actIvIty coordmatIon ETP, therefore, has had little
faCilItated opportUnIty to find a SupportIve nIche to trammg efforts for the sector mcludIng
plannmg and analYSIS of trammg needs for a possible BulgarIan EAP The team belIeves thi~

to be an error that hopefully wIll be corrected now that the OAR/SofIa has a full-time
environmental sector officer on staff to attend to such Issues

It IS important to note that when OARlBulgarIa asked ETP to add Russe, on the
Danube, as a new sub-regIOnal target area for trammg m project Year 3 ETP did so No
fundmg was added for thIS inItIatIve Nor was ETP management aware, when the OAR
requested thIS inItIatIVe, that the OAR had ETP's early phase-out In Bulgana m mmd The
team serIously questIons the additIon of Russe to ETP's agenda Simply for a qUIck traInIng
drop WIth no real prospect of follow-through ThIS Issue should be addressed In the OAR
ETP strategic phase-out plannmg diSCUSSIons that the team recommends be inItIated now

B Management The Consortium, The Partners, and the ICC

The successful ImplementatIon of the ETP In Bulgana has the result of a strong
management team at the ICC office, and the development of a SecretarIat to the Yantra RIver
BaSin CounCIl In support of the program there and a strong program-management partner In
the NGO Ecoglasnost-Varna

•
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ETP ImplementatIon m Bulgana has suffered from several of the same issues WhIch
have plagued the program on a systematIc baSIS m other reCIpIent countnes These Include
the faIlure of USAID and the UnIVerSIty to carry out a meanIngful needs assessment, develop
a cle3I understandIng of project goals, and USAIDlBulgana's qUIXOtIC changes In program
objectives In Bulgana, these issues were compounded by USAID's UnIlateral demand for a
change in the proJect's geographIC focus from PlovdIv whIch had been IdentIfied dunng the
needs assessment and inItIal in-country actIVIties ThIS change in geographIC focus from
Plovdlv was no doubt based on the OAR's extenSIve knowledge of the polItIcal and econorruc
problems the ETP would face m PlovdIV, as well as OAR's WIsh to coordinate the
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management of ETP WIth other ongomg projects such as WASH 10 the Danube RIver Basm
The UnIVersIty dId Implement a program WhICh managed, despIte these systeffilc problems to
begm trammg key target groups 10 environmental management, strategy developmem fund
raIsmg, and local government management of natural resources Most Importantly It
facIlItated the creatIOn of the Yantra River Basm CouncIl and IS provIdmg the Secretanat to
sustam ItS evolvmg Impact on the regIOn

2 ICC Management Issues

The evaluatIon suggests that certam deCISIOns were made dunng the InItIal phd~e of
the BulgarIan actIVItIeS, WhIch hmdered the most effectIve ImplementatIOn of the program b\
the ICC One key deCISIOn noted above was the hIrIng of the ICC coordmator at d 50 percent
level of effort, whIle allowmg the mdIvidual to work the other 50 percent of her orne tor the
ISC ThiS diVISIon of effort between the ETP and ISC as It helped start up the E\1TC
signIficantlv hmdered the mitIal establIshment of ETP aCtiVIties and obscured the strategic dnd
operational differences between the EMTC and the ETP programs 10 the views of both the
OAR and the target audiences

The team s field observatIons suggest that the placement of a full ICC office In Sofia
at the expense of an office 10 the project target areas (as was done 10 Poland) reduced the
VISIbIlItv of ETP In key geographiC areas but at the same tIme dId not result 10 a heightened
level of coordmatIOn between ETP and OAR The placement of a full ICC office In VelIko
TurnovolGabrovo WIth a small coordmatIon Sofia office (slIndar to the operatIonal strategy
employed In Poland) would have sIgmflcantly benefitted the ImplementatIOn of ETP actIVltIe~

and heightened the level of VISibilIty and cOffiffiltment of the program 10 cntIcal regIOm

The lack of a coordmatmg functIon 10 targeted ETP regIOns of activity has been
mltlgated bv establIshment of a coordmatmg secretanat for the Yantra River Basm Council
(YRBC) The secretariat based 10 Gabrovo, WIll prOVide vital support 10 the development of
the CouncIl However addItIOnal management support Will be reqUIred for the secretariat and
the CouncIl The YRBC IS at a CrItical stage of Its mstItutIonal development and addltlonal
management support wIll be reqUIred to ensure ItS sustamabIlIty ThiS managemem support
should mclude additIOnal technIcal assistance 10 the areas of long-tenn regIOnal managemem
'itrategles and mcorporatmg a variety of stakeholders 10 declSlon-makmg AdditIOnal detailed
recommendatIOns regardmg thiS assistance to the YRBC IS discussed below

3 Fmanczal Issues

Two major finanCIal Issues 10 BulgarIa require ImmedIate attention The first IS the
faIlure of OAR and ETP to commumcate effectIvely about changmg fundmg levels and
objectives The OAR unIlaterallv deCIded that ETP should be phased out before Its fifth year
USAIDlBulgarIa s budget cOffiffiltment was maSSively cut from a $700,000 oblIgatIOn 10 FY
1994 to only $64,000 for FY 1995 With no consultatIon With the ConsortIUm The OAR
Incorrectly thought that thIS fundmg cut would be ffiltlgated by an uncoffiffiltted pipelIne of

,.
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5500 000 avaIlable from the ProJect's Year 3 for Year 4 3 However accordmg to fmancial
managers at the UruversIty, no such uncomrrutted pIpeline eXIsts The radIcal change m
USAID fundmg w111 create a severe operatIonal problem m Year 4 for ICC operations and It

effectively ellITunates the opportunItles for a strategIc phase-out plannmg exerCIse to take Into
account the Yantra River Basm Councl1' s maturation and other matters

A second finanCIal Issue relates to Mmnesota's conSIstent faIlure to dIsburse funds to

NGO grantees In a tImely manner In Bulgana the sluggIsh response of the disbursal system
has led to almost all NGO grant disbursals arnvmg at a date penlously close to the actual
tramIng date or even after the event At least three NGO reCipIents were forced to borrov.
money pnvatelv to fund theIr workshops, and two other NGOs received theIr funds le~s than
one week before the course was scheduled to begm

C Trammg

By the end of September 1994, ETP had Implemented 33 course offenngs for a total
of 758 participants--a very SIgnifIcant achIevement In the first year, ETP had 117 partICI
pants 10 the second year, 240, and In Year 3, as of September 1994, It had 401 ThIS
Incremental pattern whIch shows growth each year IS mdIcatIve of the ImperatIve need to
Identifv mechamsms to replIcate the trammg programs so that traIrung WIll contmue after ETP
phases out

•

• 1 Trammg Needs Assessment

•

•

•

•

The ConsortIUm team conductmg the needs assessment exerCIse noted "that the need
to Integrate economiC and environmental pOliCy is not suffiCiently reflected m pollcv-makmg
deCISIOns m Bulgana The most important reasons for thiS oversight are the lack of
e-cpenence m creatmg government-pubilc-busmess lmkages and workmg wzthout the
L onstramts of authontanan declSlon-makmg" ETP chose to concentrate m two geographIC
Jreas The Yantra Rtver Basm mcludmg VelIko-Turnovo, Gabrovo, and SIlvlevo, and m
yama on the Black Sea However, no real trammg needs assessment has been done In either
Jrea

2 Selectwn of Parhclpants

ETP has not developed a profile of partICIpants' roles and responSIbIlItIes prIor to the
trammg nor has It systematIcally tracked such mformatIon after the trammg Therefore, It IS
not po~sIble to assess the extent to whIch ETP has produced change The change-OrIented
model of trammg neceSsitates a baSIC detaIled knowledge of current local condItIOns and
practlces In order to offer optImal relevance for the trammg Two BulgarIan SOCIal SCIentists

DIfferences between USAID s FIscal Years and the ProJect's operatmg year budgets has been of contusIOn
In several miSSIOns but nowhere was It more senous than In Bulgana

•
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employed by the ICC to do an In-country evaluatIon have made cogent analyses of thIS
problem In tenns of key decIsIon-makers and the organIzatIonal dynarrucs of the BulgarIan
envIronmentalIst commumty

Bulganan umverSItIes In the target regIOns are adopting several ETP course matenals
for use In theIr cumcula on ecology But programs lIke the PolIsh Post-DIploma StudIes
Program need a level of COmmItment to aId the UnIVersItIes that ETPlBulgarIa IS not In J

posmon to make The umverSItIes need to find other funding sources If thev Intend to target
a new cumculum on semor decIsIon-makers In the regIOns--as m Poland

3 Program Content··Cumculum Development

ETP courses have two modalItIes the fIrst IS the senes of courses from the L nlted
States offered by the ConsortIUm partners and US-based sub-grantees, the second re~pond..,

to needs WhICh are IdentIfied In BulgarIa by locally based sub-grantees Smce SImIlar course'"
are offered In all countnes by ConsortIUm partners, relevance to local condItIOns .. arIes and
represents one of the program's weaknesses The Issue of relevance IS notIced mOlit often b\
those who have attended more than one ETP course and have learned how to IdentIfy what It

IS that they need to know As ETP progresses, these inSIghts from partICIpants can be
Incorporated Into a focused trainIng program such as has been done for the development of
the Yantra RIyer BasIn CouncIl

4 Traznlng Methodology

The interactIve InstructIon and partICIpatory pedagogy whIch are hallmarks of ETP
are hIghlY valued by the Bulganans These teachIng technIques are new to them and offer real
democratIc expenences m declSlon-makIng, consensus-buIlding, and open access to Infonna
tIOn WhICh are as valued by the partICIpants as the new knowledge about envIronmental
concerns and bUSiness management

The Intersectoral rrux of partICIpants, though hIghly valued by most, does produce a
heterogeneous groull for Jrammg Several parucipants 10 BulgarIa cited frustratIOn at the ven
dIfferent trammg entry levels, some of whom were too advanced for the trammg and others
not <;ufficIent]v prepared If tIme permIts, thIS selectIOn process needs to be refined

5 Role of Sub-grantees

Sub-grantees have played a key role 10 ETP's tramIng 10 BulgarIa espeCIally In
~hapIng the Yantra RIver Basm CouncIl and through Ecoglasnost Varna 10 conductmg most of
the trammg 10 that area

•

•

•
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6 Follow-up and Feedback

As 10 Poland there IS a lack of a well defined follow-up program and lIttle use of
feedback The commUnicatIon techniques of a newsletter and radIO programs are now bemg
mtroduced as follow-up In BulgarIa but the newsletter has been delayed for qUIte some tIme
dmunIshmg enthusIasm In addItIOn, ETP has publIshed 5,000 copIes of a busmess plan
manual I 000 of WhICh have been sold

D Impacts and Suslamablhty

1 The ETP Network

In BulgarIa, the team found that mformal networkmg among ETP trammg alumm
especially those who had taken part m more than one trammg, has strengthened the
envIronmental actors m both the Yantra and the Varna sub-regIOns Thev seek one another
out to solve problem~ They also share the baSIC value that lastmg solUtlons must be
democratic WIth effective CItIzen partICIpatiOn Moreover they can now commumcate and
cooperate effectlvelv across the old lInes divIdmg government, NGOs, busmess, and
acadenua

How thIS network can be sustamed 10 BulgarIa after the project ends ments consIdered
attentIOn now Perhaps the Ecoglasnost chapters 10 Varna and Gabrovo would be wIllmg to
keep the roster of all former ETP traInees and agree to host penodiC alumnI gathenngs and
keep them regularly mformed through theIr planned newsletter ETP's 33 courses to date have
had 758 partICIpants Smce many have taken two or more courses, some 600 to 650
mdIVlduals have had ETP trammg, several have taken as many as four and five courses The
ICC needs to refine thIS roster of all partlCIpants and be prepared to make It avaIlable for
tollow-on networkmg by others

2 NGOs

The team heard conSIderable eVIdence cItmg cases of how ETP trammg has
strengthened '-IGO capaCIty m BulgarIa The REC reports a hIgher qualIty of grant
dpphcatIon~ bemg subnutted to It from ETP-tramed NGOs and, more Importantly, better
deSIgned and more valuable actIon projects as a result HunterlFIsher NGOs are mcreasmgly
engaged m dIalogues with farmers on jomt efforts to conserve BulgarIa's nch but threatened
fauna SIX ~GOs are members of the Yantra RIver Basm CouncIl Ecoglasnost Varna
repons that more of ItS core technical members are now able to do effectlve enVIronmental
audits and enVIronmental Impact assessments (Fees for such assessments are splIt between
the NGO and the members who do the work) Ecoglasnost IS adaptmg ETP matenals for
popular publIcations and for youth educatlon Several NGO sub-grantees report expanded
opportunItIes for consultmg and trammg from other sources (UNESCO European donors)
However systematIc follow-up for trackmg such Impact has not been regularIzed The team

•
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strongly recommends that henceforth all sub-grants by ETP and each tratmng del1\ ery
should lllclude a sIx-month, year, and/or I8-month follow-up survey requirement The UM
current evaluatIon person should subrrut such a plan at the upcommg ConsortIUm retreat
Every grant should 10clude the fundmg (shared by granteeIETP'J) necessary for thIS svstematlc
follow-up to evaluate results and track Impacts

3 EnvIronmental Businesses

The team heard from two Water Supply Company managers who saId that ETP

trammg had helped them improve the operatIOns of the firm An asbestos manufacturer
reported that he not only took an ETP course offered by a sub-grantee but afterward
employed the grantee to develop a new strategy for hIS fIrm mcludmg the uses of dlterndtl\ e
materIals But, beyond anecdotal eVIdence, It IS Important that ETP grantees and program
module executors be oblIged to do systematIc follow-up as dIscussed above Unfortunatel\
the team found from one busllless-onented grantee, Petrov Consult, that 10 hIS most recent
negotIatIons wIth ETP for a second grant, was told to cut out all follow-up work and 10 Its
stead, proVIde for a second tratnmg for busmesses

4 Local/ReglO1Ul1 Government and PubllC Instltutwns

Tramees from mUnICIpalItIes and from the regIOnal envIronmental 1Ospectorates
consIstently report speCIfIC Improvements that they credIt to ETP trammg In Sllvlevo, ETP
partICIpants wrote the CIty'S first strategIC envIronmental plan Follow1Og broad commumty
discussion of the plan, the CIty councIl recently adopted It In SectIon A above, the Yantra
River Basm CounCIl was CIted as a dIrect product of ETP trammg, notmg the effectIve lmks
to WASH and VOCA aSSIstance More WIll undoubtedly result locally once the BulgarIan
Government takes steps to decentralIze authOrIty to the localItIes as IS called for m ItS
constItutIon But here agam, systematIc follow-up to track governmental Impacts from the
ETP program needs to be Implemented Among the more Important findmgs, certamly not
quantIfIable IS that local government enVIronment offices, after ETP tratnmg, are expandmg
outreach to NGOs and CItIzen groups and mvolvlllg them m key Issues before the local
authorltles Several partICipants cited thIS new approach to communIty conflIct resolutIOn

5 JournallSts

The team heard many reports of mcreased and more effectIve medIa engagement with
em Ironmental Issues as a result of ETP trammg Several new radIO programs have been
mtroduced that focus on the enVIronment as a result of JournalIst partICIpatIon 10 ETP
trammg (There IS now a weekly radiO roundtable on the enVIronment 10 Gabrovo ) One ETP
sub-grantee dId a quantItatIve study of the medIa 10 ItS trammg area before and after ItS
trammg Its sample survey eVIdenced a twofold mcrease m both prInt and electrOnIc medIa
coverage of Important local and regIOnal envIronmental Issues

•
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ANNEX 3 EvaluatIOn of ETP In RUMANIA

A USAID • ETP Consortium Relations

1 USAlDIW vs OAR/Romanza and the ETP

RomanIa was added to the lIst of proposed actlon countrIes for ETP dUrIng
negotiatlOn::. tor the Cooperatlve Agreement but without adding funds ETP work here started
nearly a year later than m the other countrIes But fortunately the OAR Romania trom the
outset, decIded to try to make a country program out of the hodgepodge of dIsparate regIonal
actIVItles flowmg IDS way The team's assessment mdicates that he has been especlallv
effectIve m the envIronmental sector He has brought the m-country managers of the WEe
the REC, HIID, and WASH projects mto ETP workshops and has facIlItated coordmatIOn of
aCtiVIties among these projects He has linked the IFES CIVIl socIety program, focused on
NGOs m general, to the ETP's efforts to reach envIronmental NGOs and to buIld through
them publIc participatlOn m envIronmental pollcy-makmg and In dIrect actlon In spite of hiS
small staff the OAR has dedIcated one host-country positIOn to the sector and has hImself
maintained dIrect and continUOUS engagement with program ImplementatIOn ThIS style of
leadershIp IS from our observations, unique In the regIOn and has greatly Influenced the fast
take-off of ETP here as well as ItS notable Impact InItlally, perhaps, both USAIDIW
EnVIronment OffIcers and the Consortium management saw the OARJRomanIa's energetlc
mvolvement as a threat to the project through In-country nucro-management However, thIS
reaction qUIckly yIelded to a genuine appreCIatlOn for the OAR's effectlveness at coOrdinatIOn
and bUilding lmkages WIthin hIS portfolIo Now, both the ConsortIUm and USAIDIW reflect
due adnuratIon of the OAR-Induced, results-orIented, coordmated actIOn approach

2 USAIDIW EUR • OAR/Bucharest and Consortlum Commumcatums

For Romania, the mitIal Issue for the ConsortIUm was how to absorb the task of
workmg m another country WIthout Increased fundIng Frankly, the ConsortIUm felt that
USAID was takmg a "robbIng-Peter-to-pay-Paul" approach add RomanIa to the list but no
new money Now, the Issue must be whether, In the VIew of the OAR, the project clOSIng
date of February 1997, WIll proVIde hIm suffiCIent tIme to develop a strategIc plan for the
em Ironmental sector that fully utIlIzes ETP for the traInIng needs m that strategy and how
much ot hIS country budget he wants to Invest In ETP

3 USAlDIW EUR and the ETP Project Deszgn

In RomanIa, as elsewhere, the team found no eVIdence of a real effort by the
ConsortIUm to do a careful needs assessment Without a strategIc focus and a long-term
tundmg plan to support that strategy, there IS concern about current appearance of geographIC
dIffUSIOn and the correspondIng lack of concentratIon The team belIeves that to have the
Impact deSIred with a sustaInable Instltutlonal result, the project needs a rIver basIn focus
fIrst for the Arges and then, based on fundIng, perhaps on the Prahova and the Olt
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When RomanIa's Arges focus was set, It appeared that neIther USAID nor the
ConsortIUm developed a real baselIne pnor to starting project aCtIVItIes There was and IS no
Inventory of the target groups Indeed, In RomanIa, as elsewhere, the tramIng gIven has been
supply-dnven by USAID' s agenda and ConsortIum partners on shelf mterests/capacHle~

TheIr ex ante knowledge of RomanIan enVIronmental problems was conslderablv less than
elsewhere In the CEE regIon and should have Induced them to do a real basehne stud\ there

4 US EPA Has No Program In Romama--The ETP Opportumty

Fortunately for the OARJRomama, he was not burdened with a prIor commItment to the
U S EPA to set up Its local counterpart--an EnVironmental Management TraInIng Center
Elsewhere In the regIOn, the team was struck by the wasted energy Involved In thl5> dUdl
approach Unfortunately, the team does not beheve that ETP has taken the full ad\ antage ot
the opportUnIty that thIS has represented In RomanIa It has not formed WIth the OAR an
institutIOnalIzatIOn strategy and has not addressed the knowledge lacunae that EPA s ab"ence
suggests (EnVironmental Impact Assessment skIlls, EnVIronmental AudIting, and In potential
cooperatIOn With HIID, EnVironmental Econoffilcs ) The ConsortIum should address these
questIOns In Its dIscussIOns WIth the OAR on the role ETP should play In the countn strateg\

5 ETPs Relahonshlp to Other USAID PrOjects In Romama

The team was Impressed by the collaboratIon that the OAR and the ETP ICC had
achIeved WIth the IFES CIvIl SOCIety project, the REC program for small grants to
enVIronment NGOs and, In PItestI, WIth WASH and the WEC on direct actIon projects The
level and range of such cooperatIve and collaboratIve actIOn IS greater In Romama than In the
other countnes the team has VIsIted The results bear WItness to the Importance of such
collaboratIon There IS concern, however, that thiS collaboratIOn stIll lacks the kInd of focus
suggested earlIer, that a RIver BaSIn approach could proVIde By faCIlItatIng the
establIshment of a RomanIan CouncIl In each targeted nver baSIn, even If It starts only as an
0lGO the OAR and the projects would have an InstItutIonal fulcrum to leverage all
operatIOns Each regIOn needs a RomanIan InstItutIon that Incorporates key stakeholders Into
the baSIn local and regIOnal governments, NGOs, bUSInesses and Industnes and
educatIOnal/research InstItutIons LackIng such an InstItutIOnal resource It IS the OAR rather
than Romamans who must develop strategIes, coordInate actors, and try to bUIld pOInts of
lasting Impact Moreover the team would note that such a strategy could bUIld substantlallv
on WASH s Danube mandate as well as on the Lucerne agreements regardIng health-onented
EAP plannmg

B \1anagement The ConsortIUm, The Partners, and the ICCs

The RomanIa ETP ImplementatIon has suffered the same systemIc problem~

noted elsewhere These Include the faIlure of USAID and the Umversity to carry out a
meanIngful needs assessment and to develop a clear understandIng of project goals In
Romama, these Issues were somewhat mitIgated by ConsortIUm learnIng as the program
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started here one year after ETP aCtIVity 10 other countries of the regIon The excellent
aggressIve, creatIve management of the ICC office plus the very sIgmficant support and actIve
coordmatIon from the USAID RepresentatIvelBucharest have made thIS short year-and-a-half
of ETP project aCtiVity an outstandmg success

1 Consortium Partners

Late payments from Mmnesota and the ConsortlUm partners contInue to plague the
RomanIa program In addition, US-based tramers are submIttmg matenals late
and 10 mdIscrmunately large volumes One partner submItted over 500 pages of matenals tor
a course, a monumental translauon task, and an mdicatIon of nonselectIve mclUSIOn of
matenals for the workshop On another occaSIon, ISC submItted over 300 pages of materIals
for translation less than one month ahead of a workshop Smce faclhtators are expected to
receIve all matenals at least one week before, thIS late submISSion gIves the ICC only three
weeks to get matenals translated and prepare the course

2 ICC Management Issues

The ICC 10 Bucharest has done an outstandmg Job 10 managIng the ETP program 10

Romania under very difficult CIrcumstances DespIte the payment and matenals submISSIon
Issues, the ICC managed to Implement a well balanced program which targeted NGOs,
government (local government and local offices of natIonal agenCIes), and mformatIon centers
(lIbranes) The most sIgmficant management successes of the ICC mclude

• The 'creative management of funds to ensure that all workshops were held, despite
the U S partner s faIlure to submIt payments on tIme

• ETP workmg directly to strengthen the staffs of the EnVironmental ProtectIOn
AgenCies 10 SiblU, PloestI, and PitestI--one of the first mstances In the entIre ETP program 10

'W hich trammg was carned out by a regIOnal government environmental agency 10 cooperation
WIth ETP and where those offices are stImulatIng the formatIon of new NGOs and effective
lOter-sectoral coordmatIon WIth 1Odustry, bUSIness, and academIC 1OstItutIons

• In PnestI, thIS strategy resulted 10 fOrmIng the GAMA group, a pre-NGO whIch is
worklOg with the Mayor and other CIty OffiCIals 10 Topolovem to create a pIlot solId waste
recvcllOg program, and to develop a program With the local CitIzens to deSIgn a samtary
landfIll--one of the first 10 Romania and a major advance 10 the Arges River Basm area

• ETP carry10g out, With WWF aSSistance, an 1OformatIon center (lIbrary) assessment
and Improvement program, largely ignored by the program 10 other countries, but of very
great need In RomanIa

•
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3 FmancUlI Issues

In RomanIa, the SlUggISh Minnesota dIsbursal system has led to almost all NGO grant
funds arnvIng late At least four sub-grant reCIpIents were forced to borrow money prIvateIv
to fund theIr workshops, and two other NGOs receIved theIr funds less than one week before
the course was scheduled to begin

WWF-RESOLVE held two workshops dunng the team's VISIt At the fIrst semInar the
ImplementIng NGO was not paid untIl the RESOLVE team arrIved In-country the day before
the workshop start date The RESOLVE team brought no funds for the second semInar e\en
though the senunar was to be held the followmg week (10 October) When the evaluatIOn
team met the organIzers of the second senunar on 6 October, the prorrused funds had vet to
amve and the RESOLVE team was not prepared to provIde funds to the organIzers One
member of the RESOLVE team suggested cancelIng the second serrunar, an unacceptable
solutIOn whIch would have serIously JeopardIzed the standIng of the orgamzIng NGO In the
eyes of the partICIpants

C Trammg

Even though the ETP program In RomanIa got off to a late start from Februarv
1993 to September 1994, they had conducted 13 courses WIth 408 partICIpants, many of
whom attended two or three courses In October 1994, two addItIOnal workshops WIll be
completed for 60 to 70 partICIpants As 10 the other ETP countrIes, due to the lack of a
management InfOrmatIOn system (MIS) component 10 the project, there IS no effiCIent way to
access the partICIpant data base for analytIcal purposes

1 Trammg Needs Assessment

In Romama, the ICC worked closely WIth the OAR to coordmate ETP wIth other
US AID-supported envIronmental projects and to target tram10g across the project boundarIes
The OAR encouraged other project offices to serve as guest speakers at ETP workshops thus
buIldIng hnkages WIth other USAID projects ThIS IS a valuable addmon to the courses because
It reInforces local prIorItIes and could be Incorporated elsewhere At thIS tIme, In Romama as
In Poland and BulgarIa, more emphaSIS needs to be placed on the local condmons Issues
problem~ and potentIal solutIOns by Involv1Og the key RomanIan people In all declSlons
regardmg the plannmg of the next stage of the project ThIS IS partIcularly Important to sustaIn
effect!" enes~ and phase out successfully

2 SelectIOn of Parhczpants

In Romama the ICC has done an excellent Job 10 targetmg partICIpatIOn, espeCIally on the
actIVIst EAP offIces In SiblU, PloestI, and Pitestl Through them ETP IS more effectIvelv
reaching NGOs IndustrIes, busmesses, and local governments

•
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3 Program Content - Follow-up

In Romama, the ICC has done creatIve follow-up targetIng, USIng workshops to facIlItate
sustaInable actions such as In the formatIOn of the GAMA Group-PItesti and In the JOint
workshop wIth REC that resulted In the formatIon of a 52 NGO member coOrdInatIOn councll
for environmental actIon In these cases, workshop content was taIlored to the speCIfic Objective
with eVident tangIble results On the other hand, the team saw eVIdence that the Consortium
partners are stIll offenng too many off-the-shelf programs from elsewhere without sufficient local
adaptatIon In advance A clear exception to thIS was the NGO course offered by PACT under
a sub-grant (see below)

4 Trammg Methodology

For the first tIme In the ETP project, two tramers from one of the other partICipating
countrIes Poland came to RomanIa to serve as "lead" tramers In a RESOLVE conflIct resolution
course A manual whIch they had prepared on negotiation techmques was a major contrIbutIOn
The reactIon to thiS approach has not been studIed yet In another sub-grant to PACT a cour~e

was deSIgned wholly m Romama cooperatIvely wlth target NGOS The US-based tramer spent
several weeks travelIng about the country intervIeWing potentIal partICIpants to shape the
workshop to their needs After the workshop. he stayed an addItIonal week to aSSIst in dIrect
follow-up ThIS was the best example of effective. adaptIve traInmg that the team saw and
suggests it as a model for future ETP efforts to truly deSIgn traInIng based on an on-slte pre-audlt
of the need in the target groups

5 Role of Sub-grantees

Sub-grants in RomanIa have been discussed above, but It IS worth notmg that as a result
of a ~ub-grant workshop in SiblU, ordmances for the enforcement of waste management standards
were prepared by partIcipants for both the mUnIcIpal and county levels and were subsequentlY
approved by local councIls

o Impacts and Sustamablhty

• I The ETP Network

•

•

In RomanIa, the team found that informal networking among ETP workshop alumm
e~pecldll'v those who had taken part m more than one traImng, has strengthened the
environmental actors m Bucharest, Pltestl, PloestI, and SIblU They seek one another out to solve
problems and to mobilIze effective CitIzen partICIpatIOn in envIronmental campaIgns for parks
natIonal reserves, and for voluntary urban clean-up days

How thiS network can be sustamed after the project ends ments thought now There are
opoons to start explonng for local partners who rrught take on ETP network nurtunng m
Bucharest the new coordmatmg group of 52 NGOs or perhaps the RomanIan EcologIcal

•
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Socletl In PItesti the OAMA group or the new CDD NOO, m Ploest! the NOO People and
the EnVIronment m SibIU where the NOOs are new and mostly student based the chOIce IS not
very clear But m each sub-regIOn, ETP needs to cultIvate a wIllmg and able partner to keep the
roster of all former ETP traInees and to agree to host penodIC alumnI gathenngs and to keep
them regularly mformed through a newsletter or other means One strategy would be to develop
the abIlIty of the new coordmatmg body of 52 NOOs, based m Bucharest to take on such a task.
natIon-wlde--wlth a small seed grant to start the effort Includmg workshop~ no\\ beIng
conducted ETP s 16 courses wIll have had some 500 partIcIpants Smce many have taken two
or more courses some 350 to 400 IndIVIduals have had ETP trammg several have taken a<, mam
as four and fIve courses ThIS IS a rIch, broad-rangmg human resource pool that need~ to be
cultivated for contmuous remforcmg actlon It wl1l grow and mature as the program contrnue~

2 NGOs

The team heard of many cases where ETP trammg has strengthened NGO capaclt\ In

Romama The REC reports better grant applIcatIons to It from ETP-traIned NOOs and more
Importantly hetter deSIgned and more valuable actIOn projects as a result IFES also reaffIrm"
that the strongest NODs m RomanIa are those WhICh have taken part m the ETP program The
follow-up workshop whIch REC and ETP Jomtly sponsored m Bucharest on Earth Day 1994
resulted In 52 NODs formally agreemg to cooperate and coordmate theIr actIons Unfortunately,
only three NGOs have actually been partners m ConsortIUm-organIzed workshops the Romaman
Ecological SOCIety m Bucharest, "People for the EnVIronment" In Pioestl and "Alba Mont in
Alba luha Each m spIte of theIr mIstreatment by the ConsortIUm m terms of delayed fundmg
and untImely matenals dehvery, has been strengthened m the process In PItestI the
envIronmental NGO explOSIOn IS a dIrect result of ETP workshop follow-through and the
VIgOroUS support of staff m the natIOnal EPA office for that dIStrICt In PItestI, the team met with
three formally orgamzed NGOs that have grown out of the ETP workshops plus the ImpressIve
GAMA coordmatmg group whIch IS not a regIstered NOO but acts as an energy center for
strategIc actIOn among NGOs and other actors m the Arges RIver Basm area In each locahtv
\ ISlted the team was mformed of effectIve publIc mformatIon campaIgns that have mvolved the
local medIa Among the most ImpressIve of these engagements was m Bucharest where the
RomanIan lournahst ASSOCIatIOn IS headed by a commItted enVIronmental actIVIst, with strong
ETP connectIons through the ICC

3 Envlronmental Busmesses

In PItestl the team saw how the OAMA group had involved a local recyclIng busmess in
a major pIlot project for urban waste management In Bucharest the team met an ETP alumnus
who had successfully competed for a European Development Bank-funded hazardous waste
disposal project whIle mamtammg hIS strategIC pOSItIon for clean room' servICing technologIes

• The team was adVIsed that a ConsortIum member questions thIS chOice because the SocIety IS dommated by
a rather large extended famIly group Even If thIS may be the case our direct observatIOn was that the group IS one
of the most rehable hard working dedIcated small NGOs In Romama and IS a serrous resource In the NGO sector
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He Insisted that ETP had made hIs SUrvival and success possible The team heard from the
manager of a Petro-Cherrucal plant In Pltest! who credits ETP's traInmg for hIS abihtv to hnk up
with WEC for fundmg to improve the firm's Instrumentation to momtor itS effluent and thus
reduce pollutants tnto the Arges nver But, beyond anecdotal eVidence, it is important that ETP
ConsortlUm partners, sub-grantees and program module executors be obhged to do systematic
follow-up as discussed above No eVIdence was found that ETP management IS Incorporating
follow-up Impact assessment reqUirements Into itS RFPs for eIther U S or local proposals for
new workshops Thus far no RomanIan pnvate bUSIness has been a grantee for an ETP
workshop Hopefully thIS WIll be remedIed In the future

4 Local/Regzonal Government and Publlc Institutions

Workshop partiCIpants from mumcipahtIes and reglOnal envIronmental authontle,> of the
\1InIStrv of EnVIronment (the EPAs) consIstently report speCIfic Improvements that thev credit
to ETP training In fact, In SibIU, PiteStI, and TlITllSOara, the EPAs were the local partners tor
ConsortIum or grantee workshops Clearly In SiblU and PItesti the EPAs have slgmficant!\,
benefmed In new knowledge and coordInatIon sktlls WIth NGOs and other stakeholders The EPA
~taffs have been strengthened and theIr capaCIty to do crosS-InStItutlOnal coordination tor
environmental actton has been dramatically enhanced TheIr conSClOusness of the need for publIc
partICIpatiOn has been ratcheted up to a first pnonty and therefore theIr appreciatlOn of the role
ot NGOs has been permanently altered

5 lournallSts

As indIcated above the team heard many reports of Increased and more effectIve medid
engagement WIth envIronmental Issues as a result of ETP trainIng Several new radIO and
teleVISion programs have been Introduced that focus on the enVIronment as a result of Journahst
partiCIpatIOn In ETP trainIng (Dunng team VISIts, the local TV In PloestI organIzed on-camera
mtervleow s ow Ith the evaluatlOn team and filmed the ongoIng ETP workshop there In PltestI a
Journaltst attended some of the Interlocutones and subsequently requested Interviews) Earth Dav
m Romama has become a major pubhc informatIon and mvolvement event In every major area
\\ here ETP IS actIve Clearly much of thIS actIon preceded and IS unrelated to ETP but It has
been a ,>Igmficant reinforCing and contnbutIng Influence to these pOSItIve developments

6 Sustaznabzlrty

The OARIRomania has a clearer pIcture of hIS sector strategy than any of the country
LSA.ID otfices that the team met However there IS stIlI lacktng a clear and focused strategIC
oneflt<ltlOn to the enVIronment sector as It relates to ETP ThIS report emphaSIzes the team SVIew
that the most effiCIent way to get there from here would be to take a nver baSIn approach
Indeed Bulg<lfla and the Yantra program IS an example of how It can work The ETP has alreadv
been engaged In three flver baSInS the Arges, the Olt, and the Prahova-Mures It should choose
to tocus on these basIns--or on one or some among them--to proVIde a ratIonal geo-adrrumstrauve
framework for actIon Such a strategIC focus could be clearly hnked to USAID's reglOnal

•
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concerns wIth the Danube RIver Basm With such a focus, RIver Basm CouncIls could be formed
through ETP workshops to begm the process of mStItutIOnal development leadmg to sustaIned
efforts for coordmated environmental actIon Tlus focus provIdes a natural mechamsm for NGO
government, busmess, mdustry, medIa, and citIzen actIon engagement The rIver basm. WIth ItS
watershed area IS a natural socio-geographIc, resource-based area that IS susceptIble to
coordmated actIon No other strategic optIOn occurs to be an alternatIve that could be used b"
USAIDIETPlRomania m thIS tIme frame LackIng such a focus. the team has grave doubt'> about
the sustaInabIlIty of the ETP and other envIronmental InItIatIves of USAID in the currenth
fragmented system of delIvery and project management

•
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Appendix -\

TOWARD AN ETP MANAGEMENT INFORMATION SYSTEM

ThIS i~ a rough draft of suggestlons to ETPIUMlHHHI on an approach toward the deSign of a
Management Informatlon System (MIS) for the ETP project

A Suggested Components of the MIS

The MIS will be composed of several components or file~ each of which will reqUire appropn..lte
u~er-tnendly deSign to fit the data to be collected and mamtamed lO that file The \1..lJor
,>uggested components are lIsted and bnefly discussed here

-\ I Base-hne Survey - A Qualitative Inventory of ETP Target Groups

>\t relativelv low cost and lO a ~hort penod of tlme, ETP lO each CEE country can prepare
..l ba~e-lIne data base and a qualItatIve lOventory of lts pnmary target groups lO the regiorl ~ I

\\- here the project is now active Separate surveys!lnventones will have to be prepared for .10\
ne\\- regiOn( s) that are ~elected for ETP actiVIties An approach to developmg thiS file or \lIS
component could be as follows

•

•

•

•

•

•

•

From eXIstmg research and reports, prepare lIsts of all known environmental
NGOS environmental busmesses major 'pollutmg mdustnes' UOltS ot
local/regiOnal government WIth environmental functlons, research and tramlOg
mStitutlOns (uOlversitIes) WIth environmentally onented aCtlvities

VII nh the aId of a small team of ETP alumm/partner organiZatlonS from each of
the target groups up-date the mventory wlth the best avaIlable data supplemented
bv mterviews among the target group commuOlty The results of thIS would be
to establIsh the numbers of organIZatlOns 10 each group, theIr locus Size
tunctlOns, scope of activlty pnncipal officers, and other descnptors

\v ith the same team conduct selective mterviews to collect additIonal data agamst
the mventorv regardmg qualItative factors financIal condmon of organization
Ilrruts on capacity to perform mISSion mstItutIonal developmental needs, personnel
developmental needs and from thIS an extrapolated initIal lIstmg of probable
trammg needs

ETP ActiVIty and Grantee Trackmg File

•

•

ThiS file vvould mclude a lIsting of all ETP workshops gIven and planned by ConsortIum Partner
grantee (sho\\ 109 t\ pe) wlth data on the dates locus, 10gIstlcai arrangements number of
.1ttendees follow-up actiOns, costs, and a summary of the evaluatIons of the workshops SpeCific
impact trackmg mdicators would be identified for each workshop for cross reference to the
tollowmg file



A 3 ETP Impact Trackmg File

ThIS file would be denvatIve from A 2 above and from A 5 below Both from each trammg and
from the traInee profiles, Impact trackmg IndIcators would be entered Into the file WIth follo'W-up
dates to SIgnal the need for an actIon to collect InfOrmatIOn regardmg Jn1pact status The file
would be searched penodically (weekly"', monthly'" quarterlv"') to sIgnal to the ICC that a follo\\
up actIon (telephone call letter form) should be made to up-date the status of the IndIcator The
fIle would be used for penOdIC Impact reports (quarterly"', serru-annuaBy'" annuall\ '))

A 4 ETP Fmanclal Management File

ThIS component would mclude ETP's standardIzed accountmg system for all m-countn account"
-It~ components would-melutie-the detailed annual country budger wHh HS component~ the doll..u
values and dIsbursement records on all grants, the ICC s operatmg budget and separate de"lgnated
accounts such as dIscretIOnary funds for follow-up aCtIVItIeS, etc It would be used tor ..ill
fInanCIal management purposes Among those would be a trackIng system for reguldr (\\eekh )
monthly') reports on grants dIsbursements due and actually made so as to provIde the ICC \\ lth
'! re_adv and accurate record for trackmg UM dIsbursements agaInst grant comnutments and thus
to tngger follow-up actIons as needed ObVIOusly, It would also be used for all manner of
fInanCIal accountIng, penodic reports, and fmancial planmng and analysIs

A 5 Participant Roster

ThIS component of the MIS IS perhaps the most dIffICUlt to establIsh and to maIntaIn but rna\- be
the most valuable to ETP and to the orgamzatIOns who may be deSIgnated as "custodIans and
tenders of the ETP network after the project phases out The suggested data for Its preparatIon
IS Indeed only IllustratIve and WIll need consIderable further work bv UMlHHHI, the ICCs and
the ETP partners (local and US)

Participant Profiles and Tramee Trackmg System

Workmg Draft - for IllustratIve Use Only

PartICIpant IdentIfIers
Name
MalelFemale
Age - EducatIon Level 1-12, 13-17, post G
Address and Telephone (personal, bUSIness alternates)
Other

~\ .



,., ~1aJor category of Interest (professIonalJpersonal Involvement)

3

•

•

•

2 1

22

23

Non-Governmental OrganIzatIOn

Name, Address, Telephone
1 Non-envIronmental
,., General purpose envIronmental action
3 For protected areas/specIes/eco-tounsm
-+ For

Government By code NatIOnal Local RegIonal

Name Address, Telephone
1 Elected OfficIal

Appointed/non-career officIal/advIsor
Career OffiCIal (Sr Manager MIddle
AdmmlstratIve/Clencal)

Busmess or Industry

Name, Address, Telephone

Management Techmcl<ln

2 -+ AcadeffilclResearch

•

•

2
3
-+
5
6
7

Pnmary TypelFunctlon
Pnvate environmental busmess By Code Cheffilcal,
State Industry Metalurgy, Ref1Omg,
Pnvate-NatIonal Industry Production, Marketmg
Pnvate-Foreign CapItal Extraction, SerVices
Pnvate-Jomt ForeIgnlNatlOnal CapItal
State-Pnvate Jomt Capital
Any combInatlons of 1-6 above

'Jame, Address, Telephone

•
3

Techmcal Umversity - pnmarily teachmg
Other Umversity - pnmarily teachmg
Research Instltute

•

•

•

.2 5 Media

'Jame, Address, Telephone

2 5 Comb1OatIOns if substantially engaged 10 more than one of the major
categones above (2 1 - 24) show here



3 Workshops attended m any capacIty

[Code each workshop sequentIally as offered plus provIde a code for sortmg bv
attended I,2,3,4,5-or-moreJ

4 Workshop as other than "partIcIpant only I

a As facIlItator b Translator b As traIner (use workshop code to IdentIt\ \\ hlCh
ones)

5 ETP Follow-up receIved/took-part In (non-traInIng only)

5 1 On Job consultancy (regardless of Job type)
52 OrganIzatIOnal Consultancy (e g NGO advIce, Government advice

acaderruc/research/cuITlculum
5 3 Other follow-up (PartIcIpate In evaluatIon, ETP alumnI

meetIng, etc )

6 Expenence WIth ETP or other Grants

6 I OrganIzatIon was desIgnated grantee by (partner code)
62 OrganIzatIon receIved unsolIcIted grant
6 3 OrganIzatIon receIved solICIted grant (RFP/competItIve)
64 If from other than ETP, IndIcate grantIng InstItutIons)

NOTES

When the partIcIpant tracking file and the others recommended here are designed It IS Important that sorting and
numencal manipulation of data by fields be provided for so that for Simple cumulative information one doe~ not
ha\ e to do a complete listing For example In the partiCipant field would want to be able to make quene~ such

How many partICIpants from NGOS" How many took 2 workshops" 3" More thdn .p
How may government employees" Loca]? ReglOnaJ'7 NatIonal"
List participants bv category by locations by type of Industry etc

Onh It the <;\ ,tern has this kJnd of flexlbllJty for analytIcal mampulatlon Will It really serye well for analytical
purpo~es and tor targeted follow up actIOns

Future use, at the data bases should be kept In mInd as the files are deSigned
Trdlnmg on the installatIon and use of the new program must be planned for all ICCs as well as tor all users the
ICC~ the Consortium Partners and any others

InformatIon sharing on a regular diskette forwardmg system must be regularIzed and a Minnesota help number
~hould be pro\ Ided In case problems arIse In the application of the new system In the field or at the HQ ot am
consortium partner

If Minnesota cannot moblltze the needed talent to deSign thiS system then the work should be contracted out
ImmediatelY so as to aVOId further delay In getting It on lIne In the field

•

•

•

•
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Appendix 8

ETP EVALUATION TEAM ITINERARY
and

PRINCIPAL CONTACTS

August 24 through October 27, 1994

August 24 - 27 Washmgton DC

Associates In Rural Development. Technical Support OffIcer

US Agencv for Internauonal Development EnvIronmental OffIcers of the
ENIJEEUDIENR (US AID RegIOnal MIsSIon for Europe)

US EnvIronmental ProtectIon Agency (Project Officers for EPA programs In Cemral
and Eastern Europe)

•
August 28 & 29 Mmneapoils Mmnesota

PrincIpal OffIcers In ETP ConsortIUm Headquarters at the UniVersIty of Minnesota
Hubert H Humphrey Institute (HHHl)
Dean HHHI, UniversIty FinanCIal Officers, Office of InternatIOnal AgrIcultural
Programs

4.Uglist 30 - September 2 Washmgton DC

•
ETP Partners WWF, RESOLVE, and telephOnically WIth ISC, CHMR
Pre-departure Work Plan Approvals at USAID WIth ETP Project Officer, Ms Lon
Freer

ETP ICClWarsaw, USAID EnvIronmental Sector OffIcer

•

September 3 & 4

September 5 12

Warsaw Poland

Katowice Poland

•

•

ETP ICC/KatOWIce and staff PolIsh EcologIcal Club, ETP grantees (SIX) OffICIals of
Research InstItutes (2) OffiCIals of the VOlvodship (RegIOnal or DIstrIct Government)
OffiCIals of the KatoWIce Gamma (munIcIpalIty), Local EnvIronmental Business
persons (3 businesses). PolIsh tramers and facIlitators In ETP workshops (6), PolIsh
partICIpants In ETP workshops (100+ 10 all 35 at one half-day workmg conference)



Dean and Staff of the SIlesIan Techmcal UmversIty, Industnal Managers (major
pollutmg metal mdustry), OffiCIalS of the VOidodship EnvIronmental Fund ETP
UMlHHHI DIrector ZbIgmew Bochmarz (mterviewed dUrIng hIS fIeld ViSIt m Poldnd)

September 10 Karakow Poland

Officers of the EnvIronmental PartnershIp for Eastern Europe,
Project DIrector Local EnvIronmental Management (LEM) Project

September 13 - 16 Warsa"" Poland

US AID RepresentatIve and OAR Staff for Poland
USAIDIW ENIJEEUDIENR OffIcers
Leaders Poltsh ConflIct ResolutIon NGO, US EPAlEMTC Poland/Staff Han drd
(HIID)EnvIronmental PolIcy AdvIsor, REC-Poland staff, EEC envIronmental
consultants ETP Workshop PartIcIpants (varIous)

September 17 18

ICClBulgaria and Staff

September 19

SofIa, Bulgarza

Velzko Tumovo Bulgarza

OfficIals RegIOnal EnvIronmental Inspectorate, European College for Busmess and
Technology, Mayor and officIals MumcipalIty of VelIko Turnovo, BulgarIan Academ\
of SCIence OfficIals and Staff, the Yantra RIver BasIc CounCIl, ETP PartIcIpants
(20+)

September 20 Gabrovo & Sevlzevo Bulgana

Mayor and officIals of Gabrovo MUniCIpalIty, Gabrovo Technical UmverSIty
Chardafon Huntmg and Flshmg SocIety NGO, Deputy Mayor and staff Sevltevo
MUnICIpalIty Asbestos Manufacturer Water Company OffiCIals ETP PartIcIpant~

(15) Local NGOs (3)

September 21 Vama Bulgarza

Ecoglasnost (NGO) Varna, Roundtable wIth 35 ETP PartICIpants, workshop
facIlItators Ex-Mayor Varna, OfficIals RegIonal EnvIronmental Inspectorate Peace
Corps Varna EconomIC University



September 22 27 Sofia Bulgana

EMTC Executive Director and Staff, Bulganan team that evaluated ETP program
Humanity Research Center (NGO) ETP Participants and Grantees (0) MInlstrv of
Environment OffiCIalS, US AID RepresentatIve (outgOIng and incomIng) dnd staff
REC Bulgana Staff

September 28 - October 1 Bucharest Romama

ETP ICClRomanIa and staff USAID RepresentatIve and OAR staff '\fGO~ and ETP
PartIcipants and facllitators( vanous) Director/staff Journalist ASSOCiatIon
Dlrector/Statf IFES Hdrvard (HUD) EnVironmental Pohcy AdVisor Busme~" per<.,om
(3) WASH program coordInator ETP Grantees (3),

Odober 2 & 3 Ploe~tl Romama

ETP Participants and facilitators RESOLVE and 45 ETP course partIcipants
tacilItators and tramers Local NGO partners - ETP Grantees, ETP WWF LIbrary
Project staff, Ploe~tI Technical UniversIty Dean and Staff EEC EnVironmental
Consultants Cmzen Democracy Corps, BUSInessmen, environmental laboratorIes

October 4 & 5 SlblU Romama

RegIOnal EnVironmental ProtectIon Agency officials and ETP Participants 05+)
\!Iavor of SlblU and staff Prefect of SiblU and Staff, DistrIct CouncIl members, Sibiu
UnIversItv Facultv SiblU UniversIty Students (4 NGOs), Sanitary Police and
Pre\entIve MedICIne Facultv, representatIves 5 NGOs (ETP Workshop partIcIpants)

Guoher 6 8 Plte~tl Romama

RegIOnal EnVironmental ProtectIon Agency and staff (25 ETP partIcIpants), Local
'\GOs (5) and members (35+ ETP partIcIpants), Meetmgs WIth groups ot ETP
partlclpanb (total 50+) GAMA group meetIngs Mayor VIce-mayor and mUniCIpal
gm ernment staff PIte~tI, Mayor and staff TopolovenI, BUSIness man In waste dIsposal
Indu'>tnal leaders, Local neIghborhood aSSOCIatIOn leaders, UnIversity Facultv

Octoher C) 11 Bucharest Romanza

l SAID OAR staff and USAID Representative REC offiCIals, ETP PartICIpants (10+)

Oaober 12 17 Washmgton D C

Report drafting and preparatIom. for debrIefing and dISCUSSIOns WIth ETP ConsortIUm
members



October 18 &. 19 Stillwater Mmnesota

Debnefing ConsortIUm partners and SIX ICCs from Eastern Europe at UmversItv of
Mmnesota retreat center

October 20 - 27 Washmgton DC

Debnefmg with USAID OffiCIalS ENIlEEUDIENR, Draft report preparation dnd
SUbmISSIOn to USAID


