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On the one hand the governments involved need
to upgrade their professional staff so that they
can design and  cvaluate environmental assess-
ments. That is. the governments need to develop
a capability to critically evaluate work done in
this area.

The second major area for strengthening, and
the focus of this paper, is the ability for local
professionals to provide the required services.
FFor training of indigenous personnel to become
a successtul part of consulting contracts, a system
of cconomic compensation is necessary. Training,
sharing of knowledge, and technology transfer
will always take place to some extent when pro-
tessionals work together, but there will be little
intensification of these functions until all parties
gain in the process.

The following e¢xcerpts from the World Bank’s
“Guidelines for the Use of Consultants by World
Bank Borrowers and by the World Bank as Fxe-
cuting Agency™ (August 1981) are useful in sug-
gesting improvements in training:;

2.55 While all professional statt of the borrower may
gain experience throuph day-to-day exposure to the
consultant’s team, some may be temporarily released
from duty and incorporated into the consultants team,
to receive training in some specitic field (puaras. 2.56--
2.59). This latter group of professionals is normally
known as counterpart staff,

2.54 While the Bank fully supports the participation
by counterpart staff, certain matters should be dis-
cussed before specitic agreement is reached on the
level, numbers and responsibilities of such statf. These
include: (a) the responsibilities of counterpart staff in
relation to the consulting firm's contract responsibil-
ities; (b) the extent to which counterpart staff are re-
leased from their normal duties: (¢) the extent i which
counterpart staft can fit in with the consultant’s pro-
posed work schedule; (d) the arrangements tor replace-
ment of unsuitable counterpart statt; and (¢) the field
and travel costs of counterpart staft.

2.55 In addition to the professional counterpart stat?,
government agencies are often able to supply clencal,
administrative and technical services in support of the
consulting firm, which can substantially reduce the
cost of its contract. When such support services are
provided, they normally becomie an integral part ol the
consulting firm’s work programme, and should be
under its operational control and direction.

Training

2.56 1t is the Bank’s policy to support the strengthen-
ing of local capubilities in borrower countries by pro-
moting the trunster of know-how --knowledge and
skills-—to local protessionals engaged in projects it
helps finance. International consulting virms retained
by the borrower can serve a usetul role in this training.
2.57 To be effective, a training programiie requires a
concerted effort by the bonower and the consultant,
commencing with the programme’s design, and extend-
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ing through its implementation and the final evalua-
tion of work performed. Two factors are especially
critical. One is the borrower's willingness to select
qualificd local professionals for training, to make
those professionals available for the duration of the
programme, and to atford them sppropriate opportun-
ities to apply the acquired skills in the future follow-
ing the consultant’s departure. The other factor is the
consultant’s willingness 1o recognize the training func-
tion as a scparate oblieation, distinct fron. its other
services, and te anticipate posatble time and personnel
conflicts between these competing demands. Both of
these factors should be addressed by advance planning
and provision of adequate funding and time for the
training programme.

2.58 Both government couaterparts and, in the case
of joint ventures, staff of domestic consulting firms
may receive training within an inteinational consul-
tant’s assignment. In cither case. the objectives of the
training programme should be included in the TOR
sent to the invited consultauts and. during contract
negotiations, the programme should be defined with
regard to the trainers and trainees, the skills to be
transferred, und the time frame.

2.59 Training has a cost in money and time, and the
budget for the training programme should be included
in the consultant’s contract. The Bunk is willing to
consider financing the additional cost ot such training
programmes as part of the total contract cost.

Obviously the need for training (in terms of
numbers, subject matter and degree of skill) varies
from one country to another. In some countrics,
there is sufficient trained manpower to complete-
ly staft” the local offices of expatriate consulting
firms and to form local firms which are compe-
tent and competitive. In others there are only a
tew persons with the required skills or back-
ground. Therefore, our first suggestion is in the
form ot u continuum that takes full advantage of
existing host country capability at whatever level
it is found or to which it has developed. We sug-
gest that consulting work on natural systems
assessm:nt  be  methodically  and  persistently
shiftc as far along as possible toward complete
perfonmance by local professionals. The sequence
is somewhat as follows, proceeding from a situa-
tion where local capability is very low to where
it 1s high.,

1. Consultant works mostly at foreign home
base with minimum visits to host country.

2. Work in host country with counterpurts as
available.

3. Training on the job specified in consulting
contract.

4. Formal teaching and technology transfer
courses given as part ol assessment contract.

5. Joint ventures with local firm and stafiing
of locul oftices with indigenous professionals.

6. Complete pertormance by local protessionals
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