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- PROJECT EVALUATION SUMMARY (PES) - PART II

13. SUMMARY: This project is being implemented through a
ParticIpating Agency Service Agreement (PASA) with the
National Park Service (NPS), U.S. Department of the .
Interior. It is designed to provide AID and the LDCs with
new practical technical information to assist the LDCs
achieve environmentally sound economic development, and to
conduct training and institution-building activities to
increase their capabilities to plan and implement improved
natural resources management programs.

Eighteen publications including state-of-the-art Review
Papers, Case Studies, Guidelines and Project Design Aids
covering integrated natural resources planning and
management principles and techniques are being produced.
Concentration is in three critical areas - coastal zones,
arid and semi-arid lands, and the humid tropics. These
documents, plus a quarterly Natural Resources Technical
Bulletin, are being widely disseminated and well
recelved. They are also currently being used as the basis
for designing and conducting "Training of LDC Trainers"
workshops to develop and incorporate training curriculums
in LDC universities and national training institutions
that focus on natural resources management issues,
problems and solutions.

Most of the documents are being produced through NPS
subcontracts with leading scientific organizations
including the National Academy of Sciences (NAS), the
American Association for Advancement of Science (AAAS),
the International Institute for Environment and
Development (IIED), the Organization of American States
(0AS) and the Winrock Foundation among others.

As noted in the Evaluation Report (Attachment A) most of
the publications completed at the time of the evaluation
had been produced within budget and were generally of high
quality. However a significant number were available only
in draft form due to delays in contracting, development,
peer and AID review, or reproduction. These delays in
meeting time schedules have been a serious problem from
the beginning and continue to be inspite of increased
management effort.

Another serious problem is inadequate funding to
accomplish the training and institution-building phases of
the project which were added by the PASA fifth amendment
in August 1983. The NPS PASA management team did not
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" include a training expert at the time they accepted the

amendment but felt that those phases could be
satisfactorily carried out with the $500,000 which AID
could make available. After several months study by a
training consultant, NPS advised AID that $380,000 in
addition to the $500,000 allocated, would be required to

‘implement the training and institution-building phases as

outlined in the revised Project Paper and PASA

Amendment 5. Subsequent discussions with the NPS have
reduced the Scope-of-Work to that of Phase V-Training
Workshops; however, efforts are continuing to obtain
additional funds to provide some LDC institution-building

support.

Six issues of the eight- age quarterly Natural Resources
Technical Bulletin (NRTB), produced cooperatively with the
International Earthcare Network, have been distributed
worldwide and widely acclaimed. Three more issues are
under contract and in preparation. Current funding
support for publishing the NRTB will terminate with the
completion of this project. In addition to publicizing
the major publications produced under the project, the
Bulletins include annotated bibliographies of numerous
other publications on current natural resources
information for development planners. Both Earthcare
Network and the NPS have expressed interest in N
participating in the continuation of this bulletin, but it
will require AID funding and coordination to insure its o
success. Both Earthcare and the NPS have agreed to advise-
AID formally of their positions. -

The Evaluation Team submitted a comprehensive 8l-page
report including 25 recommendations. Many of the
recommendations involved AID policy matters and are beyond
the scope of the project management. Those within the
cognizance of the AID/NPS project managements have been
seriously considered and are being implemented wherever
feasible.

EVALUATION METHODOLOGY: This is a mid-term project
evaluation conducted by a four-person team of technical
experts assembled by the National Science Foundation's .
Division of International Programs supported by their PASA
with AID. The purpose of the evaluation was to conduct an
in-depth interim review of the project including:

(1) Adequacy of the original project design and adaptions -

made as the project was implemented.
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-(2) NPS progress to-date in achieving the project
~objectives as defined in the PASA S°°Pe*°f*W°?kj .

}(3) Adéquécy of dissemination and uﬁilizati&h"bffthej
publications produced. ~ A

’ (4) Project Management;8tgf£ing;hdgqég§2iéndjéffégéiVéhesé.”

" (5) Project Coordination”ﬁithdfﬁéfzféiéﬁéd AIDuprdjécts; B

federal agencies and international development °

~organizations. o

(6) Recommendations for future diréétidnéuih projeCt
planning and implementation.

The Evaluation Team was furnished copies of all pertinent
documents including the PASA, publications being produced
under the project, and a 12-page internal interim
evaluation report dated June 1983 summarizing the history
and key events of the project, for background and review.
The team subsequently interviewed 25 persons from AID, NPS
and other associated organizations. Names and

affiliations are included as Appendix 1 to their
Evaluation Report, Attachment A.

The Evaluation Team identified several critical needs
which, if met, could substantially increase the likelihood
of the project's overall success, increase the beneficial
impacts of the project throughout AID and strengthen AID's
position internationally dealing more effectively with
critical LDC environmental and natural resources

problems. They noted that the project provides excellent
opportunities to use the informational material being
generated in many ways, and that it has fostered a
network-building process in Washington.

EXTERNAL FACTORS: The setting for this project is
worldwide, and no major changes have occurred during its
lmplementation. The assumptious in the original Project
Paper and in the 1983 revision to expand the project scope
to include LDC training and institution-building :
activities have been reviewed and continue valig.

INPUTS: NPS project team delays in negotiating contracts
for production of some publications and inability of
contractors to meet agreed schedules have resulted in
considerable delay in ccmpletion of some acceptable
publications. This may be inherent in this type of -
endeavor and reflects the Lnexperience of both AID and NPS.
Project management in setting unrealistically tight -
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- schedules. The substantial underestimate of funds

required to fully implement the LDC training and

o institution-building phases incorporated by the projectAl‘

17.
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revision in 1983 has resulted in a serious funding problem‘
as discussed earlier in ttie Summary section.

OUTPUTS: Some publications are behind schedule as.
discussed under Inputs. All planned publications are
expected to be completed with acceptable quality. The
project training phase 1s expected to be completed as
planned with a "Training of LDC Trainers" workshop
conducted for each of the areas being addressed by the
project: Coastal Zones, Arid and Semi-arid Lands, and the
Humid Tropics. This will be achieved by some acceleration
of the schedule to reduce NPS administrative costs and a
modest addition of funds by AID. The shortage of
available additional funds will greatly reduce the planned
follow-up support for LDC institution-building activities.

PURPOSE: The original project purpose was "to provide AID
with an improved information base covering a range of
topics related to environmental protection and natural
resources management, and to identify and assess emerging
priorities of short- and long-term nature." The purpose
of the 1983 Project Paper revision isg consistent with the
original purpose and extends the project '"to produce
training materials for training LDC trainers, to train LDC
trainers, and to institutionalize the training within
selected LDC institutions.'" The original purpose is
expected to be achieved by the 18 publications already
completed or in process by mid-1985. The Training phase

- 'is essentially on schedule for the "Training of LDC

Trainers' workshops for Coastal Zones and Arid/Semi-arid
Lands. The planning and design for the Humid Tropics
workshops have been held up pending resolution of the
funding problem discussed earlier. Th'.s funding problem
was resolved in January 1985 and the NPS project team is
trying to accelerate the schedule to recoup some of the
S-month delay caused by the funding problem. This
training program has a reasonable chance of success if the
NPS project team can be kept in-tact for the rest of the
year, and the newly assigned AID project manager (to
replace the current project manager who is retiring on
February 1, 1985) can devote adequate time and talent to
the project. .

GOAL/SUBGOAL: The original project goal was '"to improve
DC capa ties for environmental protection and for
assessing and managing their natural resources." The 1983
project revision maintained this same goal but gave =
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‘greater emphasis to deveioping the LDC capabilities

through training in addition to providing technical
information in a useful form. OFf the 18 publications
being produced under the project, the state~of~-the-art
Review Papers and Case Studies provide valuable background
information, and the Guidelines and Project Design Aids
afford "how to" technical assistance. The project
training phase develops curriculums for courses to be
presented in LDC institutions, and conducts workshops to
help train the LDC trainers who will subsequently present
the courses to others in their own institutions. )

BENEFICIARIES: The direct beneficiaries are the LDC
trainers, educators and government officials who will use
the information and training produced by this project to
plan, design and implement more cost-effective and
environmentally sound natural resources management
programs and projects. The indirect beneficiaries will be
the vast majority of the poor people in those LDCs whose
quality of life will be improved by the implementation of
development projects based upon sound environmental
protection and natural resources management principles and
methodologies.

UNPLANNED EFFECTS: As noted by the Evaluation team, the
project has, without design, fostered a network-building

. process in Washington where AID people, technical experts

and other specialists consult more freely with one .
another." The demand for several of the publications has
significantly exceeded that anticipated, necessitating
reprints.

The Evaluation Team included a number of recommendations;
bagsed upon their investigations and interviews, which are

beyond the scope of the project. They would however, if

implemented, contribute to achieving the project goal, and
are considered worth repeating here. - L

(1) AID should bring more expertise in this area to bear
on development problems by increasing the number of
professionally trained environmental/natural resources
specialists in the Ageancy. :

(2) AID should establish a career path in such technical

~ areas as environment and natural resources. ,

(3) The Sector Council should meet more frequently,

- provide closer scrutiny of project activities and
. documents.
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f(;JSAID‘s Office of Manpower and‘Training should L
.incorporate significant parts of this project's materials -
“into their normal training activities. o

determined. Fortunately, adequate flexibility was
included in the design of this project.

The AID project manager must be intimately involved in
planning and scheduling the activities to be undertaken
and reviewing the products produced' particularly to
ensure that they are addressing AID's needs. Routine
monitoring of the implementing agent will not ensure
either appropriate or timely results, regardless of how
much experience the agent may have,

In this project the AIL project manager was not only more
knowledgeable of the AID persons in both Washington and
the field most competent and willing to review and comment
upon the publication being produced, but also hag better
contacts and facilities for obtaining feedback. Further,
AID differences of opinion could be reconciled so that the
NPS was provided with consistent, consolidated AID .
guidance.

Regular status reports should be required from the
implementing agent. These should be at least monthly for
critical items and quarterly for overall project progress
including both financial and key-event schedules. Status
reports on this project have been neither as timely nor
complete as desirable for good project management.

Detailed, realistic cost budgets for changes in the e
contract or PASA Scope-of-Work should be required at the
time of approval. In this project, the NPS did not have a
training expert on the project team and grossly -
underestimated the budget required to implement the
Training and Ingtitution-building Phases V and VI
incorporated in PASA Amendment 5 in 1983. Onl{ after such
an expert had been retained and a detailed implementation
plan prepared was a realistic budget submitted. This
extended delay precluded obtaining adequate additional
funds to implement the revised project as intended and
caused considerable disruption in the project.



23.

-7

" Effective distribution of the technical information
‘publications and bulletins produced under this project is

one of its major components. The AID project manager
should insist upon an adequate feedback system to get a
feel for the usefulness of the publications as well as
assurance that they are being sent to persons wanting

- them. The reader response to the fifth issue of the

Natural Resources Technical Bulletin was very encouraging
in that 957 felt it was very useful and wanted to remain
on the mailing 1list. '

SPECIAL COMMENTS OR REMARKS: The technical information

eveloped and widely distributed under this project is
believed to be filling a long-felt need in AID and the
LDCs for up-to-date, practical, usable information on
environmental protection and natural resources
management. The 'training of trainers' courses and
workshops currently being planned and developed should
make a significant contribution to improving the
capabilities in these sectors of those LDCs which
participate in them.

The 8l-page Project Evaluation Report by the AID/Natibnélf;
Science Foundation Evaluation Team dated 1984-1qut;achgd;;



