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Foreword
 

This is the proceedings of the Environment Retreat, of the United States Agency for International 
Development, Bureau for Europe and the New Independent States (ENI), held in Prague, the 
Czech Republic, from January 23-26, 1995. The ENI retreat was sponsored and hosted by ENI's 
Office of Environment, Energy, and Urban Development; Environment and Natural Resources 
Division. The retreat was attended by approximately 60 representatives from USAID offices in 
Washington and the field, contractors working in the region, the United States Environmental 
Protection Agency, host-country counterparts, and non-governmental organizations. The purposes 
of the retreat were: (1) to provide a forum for those working in Europe on USAID environmental 
activities to discuss lessons learned for the benefit of those working on environmental activities 
in the NIS region, and (2) to promote a dialogue among the participants on management issues 
and other topics relevant to the effective and efficient operation and execution of USAID's 
environment program in the ENI region. 

This report was produced at a cost of approximately $7,000. It is intended to provide a record 
of information that was presented and the discussions that took place at the retreat. It was 
prepared by the Winrock International Environmental Alliance, a Global Bureau contractor, at 
the request of ENI, and is based on the retreat rapporteur's notes and tape recordings of the 
sessions. By publishing the proceedings, the Global and ENI Bureaus hope to encourage the 
ongoing process of communication among individuals working on USAID's environment program 
in the ENI, in order to maximize program and project impact from information sharing and 
communication of lessons learned. This report serves both as a record of the retreat, and as a 
reference tool for those working in the region. We will assess its effectiveness by soliciting the 
views of recipients, and will enclose an evaluation form with each mailing for that purpose. 

David Hales William Sugrue 
Deputy Assistant Administrator Acting Director 
Center for the Environment Office of Environment and Natural Resources 
USAID/G/ENV USAID/G/ENV/ENR 
Washington, D.C. 20523 Washington, D.C. 20523 
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Preface
 

The ENI Environment Retreat was organized by the ENI Bureau, with assistance from 
Sinikka DeHanas of the Environmental and Natural Resources Policy and Training Project, 
Winrock International Environmental Alliance (EPAT/WIEA); and ARDA, a Prague-based 
firm. The retreat was facilitated by James Bever, Deputy Director, ENL/EEUD; Ronald 
Greenberg, Division Chief, ENI/EEUD/ENR; Michael Rock, EPAT/WIEA; and Patricia 
Vondal, EPAT/WIEA - Prism project. 

Papers presented at the retreat, as well as other supporting documentation, are bound in a 
notebook too large to include with this report. The notebook, "The ENI Environment 
Retreat," is available through Alexi Panehal or Ronald Greenberg, ENI/EEUD/ENR. 

This report is intended to be a record of the proceedings, based on the retreat rapporteur's 
notes and tape recoroangs of the sessions. Text on substative topics has not been 
supplemented with research or additional knowledge. The transcript has been edited only for 
the purpose of impr'- ing clarity. The paper greatly benefited from comments by Douglas 
Clark, Sinikka de - ... s, Alexi Panehal, Michael Rock, and Patricia Vondal. The author also 
wishes to express appreciation for the technical assistance provided by ARDA in recording 
the proceedings. 
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Executive Summary
 

In 1994 the United States Agency for International Development (USAID) created the Bureau 
for Europe and the New Independent States (the ENI Bureau), merging two bureaus that had 
managed those regions independently. Since that merger, the new ENI Bureau's Office of 
Environment, Energy, and Urban Development; Environment and Natural Resources Division 
(ENI/EEUD/ENR) has made it a high priority to apply lessons learned from USAID 
environmental projects in the Central and Eastern European region to less experienced 
projects in the NIS region, where USAID's presence is only a few years old. 

The ENI Environment Retreat, sponsored by ENI/EEUD/ENR, was designed to provide a 
forum for sharing with the NIS lessons learned from environmental activities in Europe. Its 
secondary purpose was to offer USAID officers and contractors working in the environment 
for the ENI region, in both Washington and the field, an opportunity to discuss management 
issues critical to the efficient and effective operation of this new unit. 

Days One and Two of the retreat focused on the strategies of USAID, the ENI Bureau, and 
the Global Bureau Center for the Environment (G/ENV); the five building blocks for 
ENI/EEUD/ENR's environmental action program; and lessons learned from projects in the 
Central and Eastern European countries. Day Three included sessions on impact indicators 
and USAID management issues. This report covers Days One and Two as well as the 
discussion on impact indicators from Day Three. 

Day One 
Retreat participants heard presentations in the morning from USAID officers representing 
G/ENV, ENI/EEUD, and ENTI/EEUD/ENR. The afternoon sessions included presentations on 
policy and institutional reform, as well as biodiversity and natural resources management. 

Ron Greenberg, Division Chief, ENI/EEUD/ENR, acting as host and chief facilitator, opened 
the retreat with a welcome and introduction. He explained that the retreat was motivated by 
the need for those in attendance to listen to each other, and particularly for the ENI Bureau 
officers in Washington to listen to USAID contractors and mission staff working in the field. 
By facilitating dialogue through the retreat process, the Bureau hoped to set the stage for 
moving forward. 

Bill Sugrue, Acting Director, GJENV, speaking on behalf of David Hales, deputy assistant 
administrator of G/ENV, addressed three topics: (1) the strategic context for G/ENV 
environmental program, (2) performance measurement and its relevance to the ENI Bureau, 
and (3) G/ENV's role in achieving USAID's environmental objectives. 

Sugrue sc the stage for the retreat's sessions by reminding participants that, at the highest 
levels, USAID and the United States Government have made sustainable development a stated 
priority. USAID will continue to fund its commitment as a world leader in biodiversity 
conservation, global climate change, urban/industrial pollution, energy efficiency, and 
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renewable energy. In the context of Central and Eastern Europe and the NIS, USAID is 

committed to incorporating the principle of sustainable development into its post-Cold War 

assistance program for that region, in order to better address the critical issues of poverty, 

hunger, malnutrition, unemployment, and environmental degradation. In fiscal year 1994, the 

ENI region received one-third of USAID's environment budget. 

Sugrue also briefly discussed performance measurement, a process for measuring program and 
new politicalproject objectives. USAID's management review process combined with 

pressures are forcing USAID managers to be more accountable. In the context of USAID's 

environment strategy, the new management approach requires project staff to ask three key 

questions: (1) what have we achieved; (2) what is the environmental impact; and (3) is the 

impact sustainable? Performance measurement was discussed in more detail on Day Three in 

a session on impact indicators. 

Finally, Sugrue discussed the organizational structure and environmental objectives of rtie 

Global Bureau Center for the Environment. He explained that David Hales, who arrived in 

October 1994, is working hard to develop the Center and wanted Sugrue to convey to 

participants that the process is dynamic and interactive, relying on the input and feedback of 

field-based colleagues. The Center's five strategic objectives involve biodiversity, climate 
use.change, natural resources management, urbanization and industrial pollution, and energy 

Jim Bever, Deputy Director, ENI/EEUD, presented an overview of the ENI Bureau and the 

EEUD office, including staff composition and budget, as well as accomplishments and 

challenges. He noted the broad-reaching effects of ENI/EEUD's work, with 18 to 19 

countries receiving assistance and 30 to 40 teams working in the area on any given day. 

Through such efforts, USAID has gained a seat at the table in recipient countries with cabinet 

officers, embassies, ambassadors, policymakers, and ministries, and in the U.S. at the White 

House and the National Security Council. 

Building on the theme of accountability introduced by Sugrue, Bever emphasized the need for 

USAID to better communicate its accomplishments, particularly in this new political climate. 

In addition to strong performance measurement systems, Bever suggested taking advantage of 

the new degree of cooperation among ENI countries to encourage assistance from Europe to 

the NIS, and promoting cross-sectoral cooperation among sectors such as environment, 

energy, and urban development. 

Greenberg led a discussion on ENIIEEUD/ENR's environment strategy and the operational 

ENI Environment Action Program (EAP). He explained that a draft environment strategy had 

been prepared and that ENI/EEUD/ENR hoped to identify volunteers from the field at the 

retreat who would work with Bureau staff following the retreat to finalize the new strategy. 

The ENI's existing EAP, which focuses on reducing human health threats and promoting 

natural resource conservation, organizes priority actions into three categories: policy reform, 

institutional reform, and investments. 
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Five Building Blocks of the ENI Environmental Action Program
 

The presentation on building block one, policy and institutional reform, was led by James
 
Tarrant, ENI/EEUD/ENR. with panel participation by representatives from CH2M-Hill, HIID,
 
ISAR, and EPA.
 

From the panel discussion, several lessons learned from institutional and policy reform efforts
 
in Central and Eastern Europe emerged. In short, they include:
 

1) Economic restructuring does not necessarily fix the most serious environmental problems
 
because environmental considerations often are not incorporated into sectoral policy or project
 
design, programs often are not designed for a mixed economy, and coordination between
 
sectors often is lacking (e.g., energy and environment).
 

2) Institutional strengthening programs are not necessarily most effective when they rely on
 
modular training, but rather should be tailored to the unique needs of each country. Also, it is
 
necessary to establish long-term relationships with trainees.
 

3) Donor-assisted institutional strengthening programs require institutional counterparts to
 
provide support and a critical mass of potential trainees. Trust between the donor and the
 
institution, as well as internally in the institution, is critical.
 

4) The pace of institutional reform is slower than U.S. donors often expect. Perseverance and
 
patience is requisite, along with a prudent distribution of resources among target institutions.
 

5) Given time a-d budgetary restrictions, as well as limited institutional capacity, there is a
 
need to better integrate policy, institutional strengthening, and investment programs more
 
explicitly. Connections and interdependent relationships can be formed, for example, between
 
policy and institutional instruments, investmcit reform, implementation, monitoring, and
 
identification of win-win investments. Where implementors have to coordinate on their own,
 
it will be more difficult to show impact.
 

The presentation on building bock two, natural resource management and biodiversity,
 
was delivered by a panel consisting of James Tarrant and Lori Freer from ENI/EEUD/ENR,
 
and Sandy Hale from CH2M-Hill.
 

This panel discussed lessons learned from implementation of the Biodiversity Support
 
Program, the Bulgaria National Biological Diversity Conservation Strategy, and the Russia
 
Far East Biodiversity Project. Key points by the speakers highlighted the importance of local
 
participation and ownership (including NGO involvement); coordination among government
 
agencies, ministries, and donors; and policy and institutional reform.
 

Day Two
 
Building block three, investment and financing, featured a panel presentation by Paul Parks,
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ENI/EEUDJENR, Sandy Hale, Fred van Antwerp, USAIL 'Prague, and Bill Sommers, LEM. 

The panel discussed investment strategy in the context of ENI's environmental action 

program. Most environmental financing in the ENI must come from domestic rather than 

as funding is limited. Much of the domestic financing, moreover, will 
international sources, 

be private, raising the question of whether USAID should be tracking private capital flows in
 

order to target investment opportunities.
 

Economies must have a framework in place in order to absorb financial assistance and 

highest priorities and least cost options. Constraints to 
efficiently target it to the countries' 
domestic financing include high default rates due to high interest rates and short repayment 

periods, unstable political and economic environments, weak standards and enforcement, and 
In attempting

international donors who must have sovereign guarantees from host countries. 

to identify the best investments, USAID has developed criterion for EAP projects which 

as the degree of impact, least cost solutions, solid host-country
examine factors such 

sponsorship, and economic viability.
 

Building block three, risk assessment, featured a presentation by Dan Thompson from EPA.
 

in short, risk assessment is the process of characterizing and quantifying potential adverse 

human health effects and ecological effects of environmental contamination. When designing 

a tool for evaluating the importance of potential
EAPs, risk assessment offers decisionmakers 


In the ENI, where environmental health is the first consideration in making

projects. 
investment decisions for environmental projects, risk assessment is a fundamental first step in 

The EPA has managed risk assessment activities for
implementing selection criteria. 

USAID's environment program in the ENI in the Czech Republic, Poland, Slovakia, and
 

Bulgaria.
 

The final and fourth building block, least cost approach, was discussed only bicfly due to 

A key issue that emerged during this discussion is the fundamental question
time constraints. 
of whether resources should be focused on developing individual projects at the micro level, 

systemic level should be
such as targeting emissions from a specific plant, or whether a more 

Often projects are designed and implementedtargeted for a more integrated approach. 
Least cost

without considering the cost-effectiveness of proposed solutions at the micro level. 


planning is not being employed often enough.
 

Five Illustrative CasesApplication of Lessons Learned: 
A panel of project managers working on USAID activities in CEE presented lessons learned 

from their experiences. 

Some of the key lessons learned presented by this group include:
 
set reasonable
 

* Designers and implementors should clearly define their strategies; 
measure, refine, and re-set goals.

goals; 'implement flexible work plans; and carefully 
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• Project managers should use the tools at their disposal wisely, such as training, risk 
assessment, waste minimization, and cost-benefit analyses. 

• Project managers should recognize the value and necessity of engaging local 
counterparts, strengthening local institutions, and maintaining a flow of information 
with host-country counterparts. 

* Strong and realistic policies, workable standards, and enforcement mechanisms are 

necessary for sustaining project outputs. 

* Coordination with other donors should be a priority. 

Workgroup Sessions Analyzing Existing CEE and NIS Projects in the Context of Lessons 
Learned and Building Blocks 
Retreat participants divided into random working groups to conduct this exercise, and then 
presented analyses. Some of the key points from the groups include: 

*policy and financing appear to be the most uncontrollable variables; 
• diversity of strengths among host-country counterparts and the donor community 
should be optimized; 
• the twinning potential with counterparts is great; 
• responding to short-term needs can be as important as planning for long-term 
outputs; 
*cross-sectoral issues should be addressed, capitalizing on other USAID resources; 
• training efforts should be tailored to the appropriate level; 
• thinking through project components for their relevancy and effectiveness should be a 
fluid process throughout project design and implementation; and 
• activities should be analyzed through different stages to assess the applicability of the 
building blocks. 

Day Three
 
The session on impact indicators was presented by James Bever, ENI/EEUD; Alexi Panehal,
 
ENI/EEUD/ENR; and Patricia Vondal, EPAT/WIEA - PRISM.
 

Jim Bever introduced the concept of impact indicators, emphasizing the new demands for 
accountability of USAID activities, particularly in the ENI. Impact indicators must be 
developed and monitored so that they clearly demonstrate through the life of projects specific 
achievements or failures. It is important, however, not to hold ourselves to unrealistic 
standards, recognizing that it is impossible to demonstrate all of a project's successes with a 
few indicators. It's far more important to demonstrate the spirit of our accomplishments. 

Alexi Panehal's presentation focused on the requirements of the ENI Bureau for impact 
indicators, funding implications, and the programmatic value of indicators. She explained the 
distinction between inputs, outputs, and impacts; the difference between quantitative and 
qualitative project indicators; and briefly discussed the process of gathering information for 
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impact indicators. 

Patricia Vondal's presentation focused on clarifying the request from the ENI Bureau program 
office for impact indicators from the field; the basic principles of impact indicators; 

illustrations of indicators from two CEE projects; and other issues related to impact 

indicators, such as multiple audiences, causality, time constraints and delays, and costs. 
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BACKGROUND 

Prior to 1994, the countries of Central and Eastern Europe (CEE) and the New Independent 
States (NIS) were divided into two USAID/W bureaus, the CEE Bureau and the NIS Task 
Force (created in 1992). In 1994, USAID combined the two central offices into one bureau, 
the Bureau for Furope and the MS (the ENI Bureau), which now includes all of the countries 
in Central and Eastern Europe and the NIS where USAID is represented. They are: Poland, 
Slovakia, the Czech Republic, Hungary, Bulgaria, Romania, Albania, Estonia, Latvia, 
Lithuania, Belarus, Ukraine, Moldova, Armenia, Georgia, Russia, and the Central Asian 
Republic countries. 

Since the merger of the CEE Bureau and the NIS Task Force, a priority for the ENI Bureau 
Office of Environment, Energy, and Urban Development; Environment and Natural Resources 
Division (AID/ENI/EEUD/ENR) has been to apply lessons learned from USAD's 
environment program and projects in the CEE countries to its program and projects in the 
NIS countries. To this end, the ENI/EEUD/ENR organized the ENI Environment Retreat in 
order to bring together representatives from the ENI Bureau, the CEE missions, and the NIS 
missions. Contractors, implementors, and grantees working with USAID on environmental 
projects in the region also attended, including representatives from CH2M-Hill, Harvard 
Institute for International Development (HIID), the World Environment Center (WEC), the 
United States Environmental Protection Agency (EPA), the Local Environmental Management 
(LEM) project in Poland and Hungary, the Institute for Sustainable Communities (ISC), the 
Environmental Health Project (EHP) in Romania, the State Department in Budapest, and the 
Czech Ministry of Environment. 

The first two days of the retreat included all participants and focused on the strategies of 
USAID, the Global Bureau Center for the Environment (G/ENV), ENIIEEUD, and 
ENI/EEUD/ENR; the five building blocks of ENIEEUD/ENR's environmental action 
program; and lessons leamed from projects in the CEE countries. The third day focused on 
internal USA) management issues and was limited to participants from USAID, with the 
exception of the presentation on impact indicators, which also was attended by some 
implementors, grantees, and partners. 

This report covers Days One and Two, as well as the discussion from Day Three on impact 
indicators. 
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DAY ONE
 

1.0 WELCOME AND INTRODUCTION
 
Ronald Greenberg, Division Chief, ENI/EEUD/ENR 

This retreat was motivated by the need for those in attendance to listen to each other, and 
particularly for the ENI Bureau to listen to USAID contractors and mission staff working in 

the field. By identifying and addressing problem areas, we hope to facilitate dialogue and set 
the stage for moving forward. 

The retreat is divided into five broad topics, or sessions: 

1. Overview - a summary of the strategies and policies of USAID globally, the ENI Bureau, 
EEUD office, and the ENI/EEUD Natural Resources division. 

2. Five Building Blocks - a discussion of the principal components of ENI/EEUD/ENR's 
environmental action program: policy reform; institutional reform; finance; risk assessment; 
and least cost planning. 

3. Application of Lessons Learned - a presentation of five illustrative cases from the CEE 

region followed by working group sessions that will apply building blocks and lessons learned 

to ongoing projects. 

4. Impact Indicators - a discussion on the importance of developing and implementing 
indicators that adequately track program and project impacts, focusing on the recently 

distributed request from the ENI Bureau program office to the missions for indicators. 

5. Management Aspects - a session reserved for USAID participants that will facilitate 
dialogue between the ENI Bureau and missions on issues related to improving the 
management of programs and projects. 

2.0 OVERVIEW: TRENDS IN THE AGENCY AND THE BUREAU 
William Sugrue, Acting Director, Global Center for Environment (GIENR) 
James Bever, Deputy Director, ENIIEEUD 

2.1 Overview of the Agency Strategy for Sustainable Development (Sugrue) 
Bill Sugrue spoke on behalf of David Hales, Director and Assistant Administrator, Global 
Bureau Center for the Environment, who was unable to attend. Three topics Hales wanted to 
address: 

1) Strategic context for overall environmental program.
 
2) Performance measurement and its relevance to the ENI Bureau in particular.
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3) Global Bureau's role in achieving USAID's environment objectives. 

2.1.1 Strategy for Environment Program (Sugrue, cont.)
 
At the broadest level, the Clinton administration is concerned about the environment. Quoting
 
President Clinton:
 

"Whether rapid deforestation, depleted and poisonedground water resources,or soils 
that will no longer bear crops, the problem is the same...we arefailing to meet 
pressinghuman needs and at the same time we are destroying the very resourceson 
which we depend to meet those needs." 

At the level of USAID, the agency is in the process of restructuring itself in order to better 
address issues related to sustainable development. Development is sustainable when it 
permanently enhances the capacity of society to improve its quality of life. In its 1994 
document Strategiesfor Sustainable Development, USAID identifies five building blocks that 
comprise its approach to sustainable development: environmental protection, democracy, 
population and health, economic growth, and humanitarian assistance. In the programming of 
USAID resources, these five components of sustainable development must be integrated. For 
purposes of this retreat, however, the focus will be on environmental protection. 

Central and Eastern Europe and the NIS, probably more than any other region in the world, is 
experiencing profound changes. With the end of the Cold War, we are better equipped to 
face the challenges of this region, which evolve from a variety of sources, including poverty, 
hunger and malnutrition, unemployment, and environmental degradation. In this context, 
USAJD has two environmental strategic goals: 1) Reducing long-term threats to the global 
environment, particularly biodiversity and climate change; and 2) Promoting sustainable 
economic growth locally, nationally, and regionally by addressing practices that impede 
development. 

USAID will continue as a world leader in biodiversity conservation (in FY 94, USAID spent 
$66 million dollars in this area), global climate change, urban/industrial pollution, energy 
efficiency, and renewable energy. USAID's environmental budget accounted for 11% of its 
overall FY 94 budget for agency bilateral development assistance, worth approximately $680 
million. Over the past several years, USAID environmental programs have focused on 
forestry, agroforestry, sustainable agriculture, and water resources, augmented more recently 
with coastal resource management, biodiversity conservation, and urban/industrial pollution 
an area where the CEE and NIS countries have been particularly active in providing technical 
leadership. 

ENI constituted one-third of USAID's FY 94 environment budget, making ENI a key player 
in helping USAID meet its environmental goals. Figure 2.1 illustrates budgetary allocations 
by region of USAID resources for the environment. 
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2.1.2 Performance Measurement (Sugrue, cont.) 
This will be a brief introduction to performance measurement, which will be followed by a 
more detailed discussion on Day Three of the retreat. Performance measmement is a process 
that organizations practice which provides an objective measurement of its success in meeting 
stated objectives. Aside from being good business practice, Congress and the administration, 
through several acts, require US agencies to adopt effective performance measurement 
systems for assessing the value of their programs. In 1994, the USAID administrator, Brian 
Atwood, volunteered USAID for a national performance review led by Vice President Gore; 
in conjunction with that effort USAID has initiated an ongoing re-engineering exercise aimed 
at demonstrating results. 

Project managers have always understood the importance of showing results, and now the 
agency is incorporating the same principle, focusing more on achievements than inputs. 
Figure 2.2 illustrates the basic differences between the agency's old approach to project 
management and the new way of managing fo!' results. 

As USAIJD manages for results, strategic planning will be essential. It involves clearly 
defining our environmental objectives at each level of USAID, identifying the necessary steps 
for achieving those objectives, and documenting accomplishments. Assessing results will help 
assure accountability, improve program management, and enhance our understanding of 
sustainable development. Lessons learned from past and ongoing activities will form the basis 
for results-oriented management, allowing managers to make more rational programming and 
budgetary decisions. 

An effective performance measurement system includes five general steps: define objectives, 
develop indicators, collect base-line data; analyze performance; and use the information for 
managing results and making decisions, including the re-definition of objectives if necessary. 
The USAID PRISM project uses these five steps; the MRS system, being developed by ENI, 
is similar, and will be closely reviewed by USAID for agency-wide use. 

In the context of USAID's environ~nent strategy, the new management approach forces us to 
ask three key questions: 

1) What have we achieved? e.g., not only counting how many people have been trained, but 
whether they're working, being productive and effective, anid generating the intended output 
of the program or project. 

2) What is the environmental impact? e.g., not just that a protected area has been created, but 
whether there's been an increase in the conservation of biodiversity. 

3) Is this sustainable, or, to what extent will the impacts last? 
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2.1.3 Global Bureau (Sugrue, cont.)
 
Figure 2.3 is an organizational chart for the USAID Global Bureau. The bureau's chief
 
functions are to provide:
 

* Technical assistance and support for field missions and USAID/W offices. 

* Management of global programs. 

• Scientific and technical leadership. 

* Access to the USAID data bases, housed in such projects as ENRIC (broad data base 
of USAID activities) and PRISM (performance information data base). 

"Donor coordination with other agencies. 

" International representation on global issues. 

"Career management for USAID's technical cadre. 

The Center for Environment consists of staff from the Environment/Natural Resources office, 
the Energy office, and the Urban Programs office. The center's five strategic objectives 
revolve around biodiversity, climate change, natural resources management, 
urbanization/industrial pollution, and energy use. David Hales, who arrived in October, 1994, 
is in the process of developing the center and would emphasize that it is still evolving in 
many ways and has not reached its full potential. 

2.1.4 Comments/Questions (C/Q) and Answers (A) 
Greenberg -- Food for thought from the presentation: While USAID's strength is in 
building capacity, its goal must now focus on measuring the actual results of improving the 
environment, and the information gained from those measurements will flow directly into 
programming and budgetary decisions. 

C/Q: What is the status of the Global Bureau assisting in the recruitment and assignment of 
project officers? 
A: The Bureau is not yet recruiting and assigning project officers although this is a 
responsibility that the re-engineering exercise instructs the Global Bureau to undertake. It is 
too early to know how that responsibility will be implemented. 

Follow-up C/Q: Is this a priority for the Global Bureau? 
A: Can't speak for Hales, but believe that good working relationships and programmatic 
partnerships are a priority. 

C/Q: Please provide clarification on the division of roles among U.S. federal agencies on 
global climate change. 
A: With respect to USAID's relationship to other U.S. donors, such as EPA, NGOs, and the 
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Department of Energy, it is not yet known how the Global Bureau's leadership role will affect 
these partnerships. While technical leadership within the U.S. government lies with the 
Global Bureau, it does not intend to dominate every issue and will look toward other donors 
for leadership of some issues. 

C/Q: What are the practical implications of the Global Bureau's stated objective to strengthen 
its relationship with missions? 
A: The roles and responsibilities of the Global Bureau and USAID missions must be sorted
 
out through a cooperative dialogue that Hales is attempting to facilitate. All of these issues
 
are still being examined.
 

2.2 Overview of the ENI Bureau (Bever)
 
This retreat is important in that it marks the first gathering of Europe and NIS mission
 
representatives working in the environment, together with the newly created ENI Bureau.
 

The ENI Bureau today has approximately 800 staff, 350 in Washington and 450 in the field, 
with a FY 95 budget of approximately $1.3 billion, half of last year's budget. The ENI 
Bureau as a whole has obligated a total of $4 billion to date across all sectors. 

Within the ENI Bureau, 50 positions in Washington and 30 overseas are dedicated to the 
ENI/EEUD. The ENI/EEUD/ENR has approximately 20 positions in Washington, 15 of 
which are filled, reflecting the difficulty USAID has had recruiting foreign service 
professionals for certain positions. ENIfEEUD/ENR's FY 95 budget is approximately $55 
million. 

The good news for ENI/EEUD is its broad-reaching effect, with projects in 18-19 countries 
that have received $200 million in assistance to date. Thirty to forty teams from the 
ENI/EEUD/ENR are working in the region on any given day, helping to generate an 
impressive network committed to environmental improvement at regional and national levels. 
Through their efforts, combined with the efforts of the ENI/W and field staffs, USAID has 
gained a seat at the table in the field with cabinet officers, embassies, ambassadors, local 
policymakers, ministries, and in Washington at the White House and at the National Security 
Council. This access to worldwide decisionmakers is invaluable and did not exist four years 
ago. Another outcome of these efforts is the impressive donor network that has recently 
evolved. Other donors now look to USAID as risk takers and technical leaders who are 
courageous and creative enough to identify problems and propose solutions. 

A consequence of these developments is that we have begun to see breakthroughs in our 
attempts to assist local governments who ha-,'e the courage to implement reform -- the Czech 
Republic and Poland provide good examples of such influence. 

Despite these accomplishments, serious challenges confront us; namely, a new Congress 
exercising greater scrutiny and USAID's own re-engineering exercise that strives to create a 
better agency and not a recycled agency. While our colleagues on Capitol Hill believe that 
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the U.S. will continue to play an important role in foreign assistance, it's not clear at this 

time how that assistance will be implemented. 

One undisputed fact is that budgets will be cut, particularly the budget for Russia, although 

now what form the cuts will take. In light of reduced resources, our task iswe cannot know 
to focus on those activities in the environmental portfolio that present the best opportunities 

for success. 

One direction Congress might take is to focus more resources in the area of trade and 

investment, a shift that could effect environmental programs because economic development, 

if not carefully planned, will not necessarily be environmentally sustainable development. 

Another challenge that demands our attention is the increased level of scrutiny from a wide 

range of sources, including Congress, the Inspector General, the Accounting Office, the Office 
We must strategize on ways toof Management and Budget (OMB), the press, and the public. 

communicate our successes; one important strategy is the development of strong performance 
on later in this retreat. Wemeasurement systems, as discussed by Bill Sugrue and expounded 

should also take advantage of the new deg'ee of cooperation among countries in the ENI 

region and encourage the provision of assistance from Europe to the NIS countries. 

Similarly, we should promote cross-sectoral cooperation, capitalizing on the overlapping 

objectives of environment and other USAID sectors, such as energy and urban development. 

An important mechanism for solidifying some of these strategies will be the Environmental 

Action Program (EAP) meeting of CEE and NIS countries, scheduled for October 1995 in 

Sofia, Bulgaria, a follow-up to the 1993 Lucerne meeting in Switzerland. The purpose of the 

Sofia meeting will be to review progress in the implementation of the EAP for Central and 

Eastern Europe, as well as NIS, countries. 

2.2.1 Comments/Questions (C/Q), and Answers (A) 

C/Q: Increased scrutiny from Congress and the public is not new. The environment sector 

can learn from the actions taken by other sectors that have come under scrutiny, such as 

energy, health, and agriculture, to justify their program to Congress and the American public. 

The key to presenting accomplishments effectively is to understand what questions are being 

asked by those seeking accountability and point to those accomplishments which directly 

respond. 

C/Q: Dine's office weekly report is the only communication from the ENI Bureau that shares 

information with the field. It would be helpful to receive concrete suggestions from the ENI 

Bureau to assist missions in the cross-fertilization process of communicating with the Bureau 

and with other missions. 
A: The ENI Bureau is constantly considering ideas for better communication with the field,
 

and welcomes input on improving communication.
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2.3 Overview of ENI/EEUD/ENR Program & Donor Coordination 
Ron Greenberg
 
Lee Pasarew, EPA
 

Introduction (Greenberg)
 
Two topics guide this discussion:
 
1) What ENI/EEUD/ENR is doing on developing a consolidated ENI environmental strategy,
 
because if the strategy isn't right our successes will be a slew of uncoordinated and
 
disconnected activities.
 

2) An overview of the environment program which has been operational for EN, particularly
 
to focus on the need for integration of Washington's program with the strategic objectives at
 
the mission level. Since the merger of the CEE and NIS countries, we have been struggling
 
for common a vision.
 

2.3.1 The ENI Environment Strategy (Greenberg, cont.) 
In response to USAID's re-engineering exercise and the USAID administrator's guidance, the 
ENI/EEUD/ENR has been asked to produce an environment strategy for the region. The effort 
to develop a new environment strategy for the ENI is a product of the need to marry the CEE 
strategy with preliminary versions of the NIS strategy, and create one coherent document 
without spending a great deal of time. This retreat provides a structure for several of the key 
elements of an environment strategy, and by the end of the retreat we hope to have volunteers 
from the field to provide intellectual input to help us revise the draft environment strategy 
that was produced in a hurry last November. This draft, which exists in outline form, is 
attached as Appendix A. 

The new ENI strategy that emerges will take into account the overall agency strategy and 
guidelines, the EAP for CEE and NIS, the Gore-Chernomydrdin strategic objectives, the 
previous strategy for CEE, country strategies, the Aral Sea initiative, the Global Environment 
Facility (GEF) program commitments, the Danube River Action Plan, and the Baltic Sea 
convention. 

2.3.2 Key Building Blocks for Environmental Action Program for the ENI Region 
(Greenberg) 

The existing EAP for the ENI region addresses two key issues: 1) reducing threats to human 
health; and 2) promoting the conservation of natural resources management. In order to 
improve environmental conditions, we have organized priority actions into three categories: 1) 
policy changes; 2) institutional reform; and 3) investments. Appendix B presents two tables: 
Table 1 is a summary of the major actions which the World Bank, the U.S., the European 
Union, other donors, and the CEE and NIS environment professions have identified for action. 
Table 2 provides detailed information from Table 1. 

2.3.2.1 Policy Reform 
The major environmental improvements in the ENI region at this time are a result of 
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recession and collapse of the industrial sector. These improvements are unsustainable without 

major policy reform that restructures the energy and industrial sectors. Many of the necessary 

reforms fall outside of the environment program, but we need to keep promoting them. They 

are: privatization; removal of subsidies for energy, raw materials, and processing; industrial 

restructuring, closing, and modernization; and restructuring of the financial sector. Policies 

that we can help affect are: 
• 	 Eliminate barriers to private investment, including environmental liability as 

part of privatization. 
* 	 Modernization of environmental standards which are economically rational. 
• 	 Promote pollution prevention before pollution control. 
* 	 Support integrated environmental management. 
• 	 Introduce economic incentives. 
* 	 Develop pollution charges based on economic rationale. 
* 	 Phase in compliance to European Union standards. 
* 	 Eliminate subsidies and support the reform of prices for natural resources. 
* 	 Promote public participation and disclosure. 
* 	 Reform financing for environmental investments in pollution abatement and 

natural resources management and conservation. 

2.3.2.2 Institutional Reform (Pasarew) 
The change in the CEE and NIS countries from command economies to more free market 

economies has changed institutions, forcing us to adapt strategies and programs to fluctuating 

and uncertain economic and political conditions. Our key objective should be to promote 

major policy reforms through institutional changes. This objective has not been achieved 

although there has been significant strengthening of institutional 'capacity and some policy 

changes. The challenge is to identify where they merge. 

Since Lucerne, USAID has been attempting to strengthen institutions in the CEE and NIS 

countries at the national level, but progress has been slow, in part because the West does not 

have abundant examples to offer as models. Massive reform is still needed to increase the 

functional capacity of central ministries, to strengthen policymaking and enforcement at the 

local and regional levels, and to integrate institutions across sectors. With such coordination, 

environment clearly will be a weak link in policy reforms. 

Improvements are also needed in the area of environmental monitoring and information 

systems, particularly in collecting relevant data to support policy decisions. The assumption 

that more data and fancier equipment is always better is false; the more effective and efficient 

approach is to work from the perspective that starts with the decision that needs to be made, 
back to 	the data that is needed to help make the decision. 

In the area of project design, improvements can be made using risk assessment and a process 

that is more open to public participation by accessing NGO and other community-based 
linkages. EPA is also working to strengthen the capacity of NGOs to enter the 

decisionmaking arena on environmental issues. In training, EPA and other donors are trying 
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to break through the barriers that developed from a system which placed people with 
technical skills in ineffective or weak institutions. Support in this area includes training for a 
variety of management skills. 

In preparing for the Sofia conference, we are encouraging CEE and NIS countries to develop 
EAPs; all countries have agreed to the process, but there are no national EAPs yet. Another 
goal is for environmental ministries in each country to take ownership in and leadership of 
environmental policy reform. In order for host countries to meet their objectives, we need to 
continue to promote these initiatives. 

2.3.2.3 Investments (Greenberg)
 
Policy and institutional reforms are pre-conditions to sustainable investments. Nevertheless,
 
without investments, the public demand for environmental improvement cannot be met,
 
leading to dissatisfaction with political leadership in the region. In addition, western
 
credibility to assist CEE and NIS countries with investment advice is being challenged, absent
 
a concomitant increase in real capital.
 

The majority of investments have come from and will continue to come from domestic
 
sources. With the exception of industrial investments, Western and IFI investments are likely
 
to account for no more than 5 to 10 percent of all environmental financing in the CEE and
 
NIS countries. It is therefore critical that the West demonstrate its political commitment to
 
economic growth with tangible results. To this end, the U.S. and other western donors and
 
IFIs have developed the following guidelines for investment priorities:
 

Donors and ENI countries should finance:
 
1) The operation, maintenance, and repair of existing public environmental investments;
 
2) "Win-win" investments, i.e., those that produce economic and environmental benefits;
 

and 
3) Investments that reduce threats to human health in the following priority areas: 

Lead exposure from gasoline and smelters. 
Air pardculates and S02. 
Contamination of drinking water. 

2.3.3 Comments/Questions (C/Q) and Answers
 
C/Q: In local governments, these issues are a high priority, in both the U.S. and in host
country counter-parts. There is a transference of experience and information from U.S.
 
municipalities to Eastern European municipalities.
 

C/Q: We should not diminish the importance of wastewater. In this case, it's a public 
service, so financing is not manageable through market mechanisms. The systems for 
providing services are broken; thus, management is in a different category. 

C/Q: There is a distinction between economic benefits and environmental benefits from the 
perspective of most Eastern European countries, whose immediate priority is the health of 
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their economies. The sources of funds are not fungible; rather, funds and revenues are 

no control We should focus on incremental investment:earmarked -- we have over that. 

much infrastructure has been started; we should find openings and invest slowly.
 

3.0 THE FIVE BUILDING BLOCKS 

3.1 Building Block 1: Policy and Institutional Reform 
James Tarrant, ENI/EEUD/ENR
 
Glen Anderson, HIED, Poland
 
Sandy Hale, CH2M-Hill
 
Eliza Klose, ISAR
 
Tom Owens, HIID, Slovakia
 
Anna Phillips, EPA
 

3.1.1 Introduction/Lessons Learned (Tarrant)
 
Figure 3.1 shows a rough schematic of the CEE environmental project portfolio and
 

interactions 	with counterparts. It demonstrates work at the national and local level and 
national policy reform, environmentalinterrelationships around three program areas: 


investment support, and national institutional strengthening.
 

Figure 3.2, a schematic of the environmental policy making and implementation process, is a
 

model of the linkages between policy institutions and investments. From a goal (e.g,
 

improved public health), policy objectives can be identified, and policy instruments chosen as
 

the vehicles for achieving the goal. Implementors at the national level (ministries, agencies,
 
sectors such aslegislators, etc.) will use the instruments to affect policy change across 

a complexfinance, economics, and energy, which are then directly carried out through 


interrelationship among local and regional governments, state enterprises, and private sector
 

enterprises. Ideally, then, feedback is generated by NGOs and other institutions that receive
 

input from the public. This feedback, which tests the initial hypothesis, eventually travels
 

back to the implementors for consideration and potential modification of policy.
 

Lessons learned from institutional reform efforts in the CEE and NIS include:
 

1) Economic restructuring does not necessarily fEx the most serious environmental problems,
 

because environmental considerations often are not incorporated into sectoral policy or project
 

design, programs often are not designed for a mixed economy, and coordination between
 

sectors often is lacking (e.g., energy and environment).
 

2) Institutional strengthening programs cannot necessarily be generalized through utilization of
 

modular training. ENI's regional approach to institutional strengthening has had a limited
 

impact because it was not tailored to the unique conditions of each country. Moreover, the
 

failure to establish long-term relationships with trainees contributes to the ineffectiveness of
 

institutional strengthening programs.
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Figure 3.1 
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Figure 3.2 

SCHEMATIC OF ENVIRONMENTAL POLICY MAKING AND IMPLEMENTATION PROCESS
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3) Donor-assisted institutional strengthening programs require institutional counterparts with 
stability and a critical mass of potential trainees, in addition to adequate support from the 
institution, in order to have a significant impact. Trust between the donor and the institution, 
as well as internally in the institution, has been lacking. 

4) The pace of institutional reform is slower than U.S. donors often expect. Perseverance and 
patience is requisite, along with a prudent distribution of resources among target institutions. 
In other wurds, a balance should be sought between maintaining a commitment to institutional 
change aid the need to work at a variety of different levels (NGOs, government, industry, 
etc.). 

5) Given time and budgetary restrictions as well as limited institutional capacity, there is a 
need to better integrate policy, institutional strengthening, and investment programs more 
explicitly. Connections and interdependent relationships can be formed, for example, between 
policy and institutional instruments, investment reform, implementation, monitoring, and 
identification of win-win investments. Where implementors have to coordinate on their own, 
it will be more difficult to show impact. 

3.1.2 Panel Discussion 
3.1.2.1 Lesson learned: integration. One could ask, why bother with an environmental 
assistance program? The problem is not the environment, per se, but how humans treat the 
environment. Therefore, ENI/EEUD/ENR's projects work toward the objective of sustainable 
development by employing a more holistic and integrated approach than other USAID offices 
or U.S.G. agencies. As a corollary, the impact of U.S.G.'s environment program will be less 
than it could be to the extent that environmental considerations are not integrated into the rest 
of its programs. We should ask ourselves, on a practical level, what the best ways are of 
ensuring that environmentally sound policies and procedures are disseminated and diffused 
throughout the U.S.G. environment program. 

We should examine the advantages and disadvantages of more integration of environmental 
policy, institutional and investment assistance, as well as integration among U.S.G. agencies. 
Options for consideration include: integration of all U S.G. activities on the basis of 
geographic regions; integration of environment into non-environment projects in the form of 
demonstration projects, by issue (liability, taxation), or by sequence (preparatory or follow-on 
activities); organization of environmental assistance as a series of demonstration projects with 
policy, institutional, and investment components. 

3.1.2.2 Lesson learned: claiming successes. Working on policy projects, we confront the 
problem of demonstrating and taking credit for our accomplishments. Our projects often 
don't show immediate results but are designed more for long-term sustainable changes in 
formal and informal policies. When the outcomes emerge, we're no longer there to either 
measure them or take credit for them -- a problem that will be discussed during the 
presentation on impact indicators later in this retreat. Even when we clearly are successful we 
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often hesitate to take credit because we're not sure that we can claim ownership of the 
success for fear of antagonizing host country clients who will want to take credit. 

3.1.2.3 Lesson learned: environmental taxes. It's difficult to present as a success story
 

because credit is often belied by political sensitivities. For example, in Poland the
 
government threatened to eliminate some of the highest fees in the world. While we were
 
successful in persuading Poland that it would be counterproductive to eliminate the fees,
 
taking credit for not eliminating high fees is difficult to portray as a policy success.
 

3.1.3.4 Other lessons learned:
 
- Introducing environmental elements into sectoral policy. We've done a poor job
 
documenting the benefits of incremental approaches, and need to spend more resources on
 
documentation.
 

• Centralized vs. de-centralized environmental management. Much host-country progress
 
occurs in regions outside the capital, as in Russia and Poland, where people at the community
 
level are most affected and effective. We need to improve documentation of such de
centralized successes.
 

* Replication: capitalizing on successful projects. Mechanisms need to be strengthened for
 

transferring successes from one part of a country to another or to another country.
 

* Limitations of effectiveness. Many vaiables affect successful implementation of
 
environmental programs and projects: 

ineffective or uncommitted counterparts. 

lack of capita! to finance environmental improvements. 
no enforcement of reducing demand for investment. 
policy 	problems (e.g., weak or excessive standards). 

The challenge is to focus on making incremental improvements without sacrificing positive 
effects in pursuit of the best reform. Focus on mechanisms that will work in the country; 
respect and learn about the institutions. 

3.1.3 Summary of Panel Commentary 
3.1.3.1 	 Counterpart/Policy Issues 

. Weak ministries of environment are reflected in the environment programs of USAID 

country assistance strategies. 

• Constantly revolving governments force us to find power bases, learn who holds 

signature power, who directs those with signature power, and identify new emerging 
power base. A policy advisor must tend to all of these potential power bases but 
cannot take credit for policy changes or they will lose credibility. 

. Another perspective is that weak counterparts tend to interfere with our work less, 
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making our short-term tasks easier to accomplish, but undermining the long-term 
sustainability 	of the effort. 

3.1.3.2 	Economic Restructuring Issues 
. The most important factor in promoting sustainable development is economic 
restructuring. Economic restructuring alone could reduce environmental health risks 
by 50%. 

• Important targets include privatization/western investment. Clear standards and 
compliance schedules are needed. Inherent problem is long gestation period and 
demonstratin of results. Attempt should be made to incocporate the Ministry of 
Industry in the process 

• Contrary view on panel that the restructuring process is laborious, forcing us to find 
a way to deal with existing industries in the short-term while planning for long-term 
industrial growth. 

3.1.3.3 	NGO Issues 
• NGOs in the NIS are committed and organized, which makes our job of 
incorporating them into the process easier. 

. NGOs as institutions are effective at disseminating information and providing 
training but are not necessarily successful at policy reform. One reason could be the 
"white 	hat-black hat" dilemma endemic to NGOs; many Russian NGOs, for instance, 
perceive the government as the "enemy". This makes our job tougher because we 
have to balance these interests. One approach is to promote strictly non-advocacy 
NGOs. 

3.2 	 Building Block 2: Natural Resource Management and Biodiversity 
Jim Tarrant, ENI/EEUD/ENR 
Lori Freer, ENI/EEUD/ENR 
Sandy Hale, CH2M-Hill 

3.2.1 	 Introduction/Biodiversity Support Program (BSP) (Tarrant) 
We have a portfolio that is admittedly not the highest priority for the ENI Bureau, but one 
that is important not only to USAID but to many of the regions throughout the CEE and NIS. 

Points 	for Discussion 
1. Examples of habitat and biodiversity projects include BSP and Greencom, which highlight 
the issue raised by Bill Sugrue of coordination among USAID bureaus and missions, as well 
as coordination with other agencies. 
2. "Green" issues often provoke a "so what?" response because the benefits are not readily 
apparent. For instance, if exploitation of a habitat is prevented and residents as a 
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consequence do not get flooded from their homes, they do not recognize that they might have 
Benefits from such projects arebeen flooded from their homes if exploitation had occurred. 

often difficult to quantify, making it harder to market them. 
You cannot3. The importance of donor activities working with the right people. 

underestimate the contribution of NGOs and regional governments, for example. 

4. Even when we work hard to build good relationships with other agencies, often traditional 

interagency conflicts can slow progress. 
5. Therefore, the need to work at the grassroots level to build management plans is essential. 

In Communist systems, for instance, developing land use policy is traditionally a local task. 

If we don't include local use rights, we'll face problems. 

6. An operational lesson lea'ned from Bulgaria, Russia, and elsewhere is the strong necessity 

to develop linkages among policy, institutional development, and field activities. Without 

land tenure policies, for example, forestry protection policies cannot be implemented. 

7. 	We recognize, therefore, that it is necessary to set up frameworks at the grassroots level 
focus on local and regional levels at thewithin the national framework. To the extent that we 


exclusion of the national level, we face potential political problems at the national level.
 

3.2.2 Bulgaria National Biological Diversity Conservation Strategy (Freer) 

While we hope to see successes in the next few months, lessons learned to date include 

elements of public participation, local ownership, coordination among ministries and donors, 

policy reform, institutional strengthening, and investment. 

1. Local ownership has taken longer to establish than originally anticipated. The NGO 

community, accustomed to being confrontational and splintered, has been hard to manage.
 

Most of the NGOs target specific issues or objectives, such as the conservation of a species,
 

and are not equipped or trained to address macro-level issues related to natural resource
 

management.
 

2. Three-quarters of the project's resources has gone directly to people at the ground level,
 

such as local consultants and coordinators.
 

3. Coordination of ministries: the project has experienced resistance from certain ministries 

whose participation is critical. Although many methods have been used to promote consensus, 

we have not been successful getting them fully on board. As a $6 million project, perhaps a 
more prudent; i.e, we tried tomore consolidated approach in the beginning would have been 


work with an agency that did not have enforcement power.
 

the project has been much more successful in4. Policy/institutional strengthening/investment: 

this area. The project has successfully assisted in the development of a biodiversity strategy,
 

as well as a Bulgaria policy agency. Equipment has been procured, and a visitor center 

Key to these successes has been the delegation of responsibility and leadershipestablished. 

to the Bulgarians.
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3.2.3 Russia Far East Biodiversity Project (Hale) 
The area of Russia covered by this project is vast, mostly forested, and for all practical 
purposes is considered a separate country even though it is ethnically diverse. The region is a 
major exporter of forestry, fishery, and mining products -- and is characterized by rampant 
environmental exploitation. 

The project, worth more than $15 million, perfectly illustrates the conflict between economic 
development and resource exploitation. Realizing at the outset that a strategy highlighting 
conservation alone would not work, project implementors attempted to define their overriding 
objective as the promotion of sustainable development. Creating and sustaining economic 
incentives would be key; finding the intersect, however, has been challenging, since many of 
the project's economic components don't seem related to biodiversity. 

Substantial resources and confidence have been placed with ground-level actors, particularly 
NGOs and PVOs. As seen in other examples today, the problems of advocacy and mistrust 
have limited the effectiveness of NGOs, re-emphasizing the need for a strong project team on 
the ground. 

END OF DAY ONE. 
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DAY TWO
 

3.3 Building Block 3: Investments and Financing 
Paul Parks, ENIIEEUD/ENR
 
Sandy Hale, CH2M-Hill
 
Fred van Antwerp, USAID/Prague
 
Bill Sommers, LEM
 

3.3.1 EAP Framework and Investment Strategy (Parks)
 

The goal of the EAP for Central and Eastern Europe is to combine policy and economics in
 

order to advance projects. Donors have talked about environmental problems for years but
 

have relatively little to show for it ir, terms of real investment.
 

The EAP team is focused on investment because we don't have much money. Most 

environmental financing must come from domestic, not international, sources. To have an 

impact, economies must have a framework in place that can absorb the assistance. Limited 

available capital must be focused on: 

1. The highest priorities (for most countries, that means the highest risks to human 

health, typically airborne toxic pollutants in the CEE, and in the NIS airborne toxic 

pollutants as well as contaminated drinking water). 

2. Least-cost options to address those priorities (at its simplest, rank-order options in 

terms of cost.per unit of health risk reduvtion and adopt options in order of priority 

starting with lowest-cost-per-unit options first). 

What are the financial constraints to lending? CEE countries have more than a 50% chance of 

defaulting on loans; NIS countries, approximately 75%. Typically, borrowers are asked to 

pay six times what they would in the U.S. because of high interest rates and short loan 

repayment periods. If we increase credit markets and extend terms, loans could be more 
feasible for these countries. 

Dynamic political and economic circumstances in the region, as well as changing donor 

priorities, make investment assistance difficult. Given such constraints, the EAP investment 

strategy focuses on establishing an international donor committee that tries earnestly to work 

with donor countries; still, 80 to 85% of investment funding is expected to come from 
domestic sources of financing. 

USAID has targeted its grant resources at identifying investments. In the process, it has 
learned that most governments cannot meet loan criteria. Inadequate compliance with 

environmental standards forces default, with only two countries (Poland and the Czech 
Republic) meeting adequate loan standards. 
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EAP project criteria includes: 
• high impact potential. 
• least 	cost solution. 
*committed sponsor. 
• economically viable. 
• available financing. 

Steps in Project Pre-Investment 
identifying project.
 
screening the project.
 
preliminary risk assessment.
 
identify sponsor.
 
assess technology.

identify financing.

talk to donors.
 

Lessons learned in the process of assessing criteria and developing project pre-investment: 
1. 	 Don't assume that your project is the host country's highest priority. 
2. 	 Don't expect your principal investor will be the government. 
3. 	 Projects and processes don't have their own momentum (requires constant attention 

and energy). 
4. 	 Some countries will need grants. 

3.3.2 Investment Strategy, cont. (Hale) 
Much investment flow for environmental projects is private domestic capital. The challenge 
therefore is using EAP criteria to influence private capital flows. Domestic capital flows have 
proved to be larger than anticipated. For example, in Hungary 85% of investments are from 
domestic capital flows, and in Russia, 50%. As a result, this region has seen an expansion in 
financial intermediaries, such as investment banks. 

While many domestic organizations are hesitant to invest in "green" causes, they are prepared 
to ; .ovide external capital due to mandates to lend to or invest in environmental projects. 
Often the problem is finding good projects in which to invest. USAID has an important role 
in helping to develop and screen potential investments. 

Obstacles to securing capital include (1) the fact that market incentives are weak, with 
essentially no standards and no enforcement and (2) there are no international sources of 
capital without a sovereign guarantee, and host countries are reluctant to use scare sovereign 
guarantees. 

3.3.3 Options tnd Lessons in the Investment Experience (van Antwerp) 
A USAID program in the Czech Republic focuses on financing municipal investment projects 
by lending to banks which then lend to municipalities. By Spring, 1995, we expect to have 
20 to 25 infrastructure projects under construction. 
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USAID's assistance strategy through this program is to focus on local governments. The 
objectives of the program are to (1) create a municipal finance system, (2) strengthen the 
decentralization of government, and (3)improve quality of life through the implementation of 
infrastructure projects which produce environmental benefits. 

To date, assistance has been requested by 235 projects in three sectors: wastewater, energy 
conversion, and solid waste. The kind of technical assistance requested is overwhelmingly 
financial planning, with a lesser degree of technical analysis relating to infrastructure design. 

The Czech Republic has historically been reluctant to finance such projects due to a low 
municipal debt although that situation is changing somewhat (total debt has risen 300% in the 
last few years). With the introduction of a rate structure, bank loans and terms have 

increased while interest rates have declined, and municipal bond interest rates have 
dramatically declined as well. To date, there have been no delinquent payments on any 
bonds, and they are now traded in seconda.y markets, such as the stock exchange. 

Specifically, USAID has attempted to increase use of municipal credit; stimulate 
municipalities to think more seriously about debt financing; develop guidelines for project 
proposals that show how to calculate debt capacity and repayment schedules; and promote a 
responsible credit market and competition with banks. 

The program operates through a new Czech institution called MUFIS, the Municipal Finance 

Company, which lends directly to commercial banks for municipalities. The entire system 
uses Czech crowns. The USG guarantees loans from U.S. investors; the Czech Republic 
guarantees the USG. 

One of the program's biggest challenges has been the fast-changing nature of the Czech 
Republic, presenting an unstable banking structure with declining interest rates. 

3.3.4 Options and Lessons, cont. (Sommers) 
The experience in the Czech Republic is envied by many other countries. 

In the U.S., capital investment in wastewater and other projects was enhanced by federal 
grants in the 1970s and 1980s. Consequently, wastewater treatment plants were financed by 
an abundance of federal loans to the states, creating much pressure to raise rates. 

In contrast, consumers at the local level in Eastern Europe have historically paid for 
municipal increases in electricity, gas, etc. This can be contained somewhat by municipal
controlled rate structures, but over time presents a high consumer burden. In Poland, for 
instance, 60% of municipalities can finance their own operation and maintenance costs, while 
in Hungary only 30% can. In both these cou,.:nes, problems opening up capital markets due 
to laws and other constraints contribute to the inability 'f municipalities to absorb more of the 
consumer burden. 
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3.3.5 Comments/Questions and Answers 
C/Q: All other problems notwithstanding, if host governments are un.lling to give sovereign 
guarantees, isn't this the ultimate barrier to financing? 
A: No, sovereign guarantees are over-emphasized. We want to look for ways to finance 
activities without using sovereign guarantees, such as domestic credit or municipal credit. 
Only 30% of the European Bank's loans are sovereign guarantees; 70% are commercial loans, 
and the Bank is looking for a formula to attach municipal assets as part of a guarantee, in 
order to lend at the municipal level without sovereign guarantees. 

C/Q: It's difficult to incorporate this presentation with the way USAID has structured 
contracts in the NIS. No one is talking about these issues when setting up USAID programs. 
How can we take the lessons learned from these examples and apply them within the USAID 
structure? 
A: This is a classic USAID problem. The ENI Bureau, like other USAID offices, has tended 
to beh ve too vertically (too little cross-sectoral coordination), partly because we're so new 
and have been under intense performance pressure. Now we have the luxury and the 
requirement not to work so vertically, and have the additional advantage of more staff and 
more knowledge. Much of this change must occur in the field, with the assistance of mission 
directors and other USAID officers. In Washington, we have the duty of trying to facilitate 
more integration and cooperation among USAID officers. We're struggling with this challenge 
and looking for input on ways in which all groups can work together using specific models. 

C/Q: Please define economic viability. 
A: When you have a large enough cash flow, above operational costs, to pay capital costs. 

C/Q: Regarding van Antwerp's presentation: is there a reason for giving a loan guarantee? 
A: When the guarantee was put in place, there were no lending municipalities. A new law 
had just been passed devolving responsibility to municipalities, so there was a political need 
to solve their problem. 

C/Q: In the U.S., we have a fairly well-functioning municipal bond market; some of the 
expertise is at the city level, but much relies on underwriters and a technical service industry. 
Are we doing anything to set up a similar private sector financial service market in the NIS? 
A: In the Czech Republic, we're trying to phase it in; we think it will be a major issue next 
year. A couple of banks are already underwriting municipal bonds and developing bond 
departments, although there is no rating agency to rate municipalities -- not enough of a 
record of repayment exists yet. But we're working with the Ministry of Finance to keep an 
eye on this issue. 

C/Q: A sobering fact about environmental investment in the region: Poland has the highest 
investment in the environment per gross domestic product in CEE, about 1.3%. In the West, 
investment is more sustainable in the environment; in CEE, most of it is just capital 
investment to catch up. 
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Another sobering fact is that in Poland 35% of environmental investments are spent on air 

projects, about $350 million/year, but to meet the sulfur protocol for the next 15 years will 

require $1.5 billion. Thus, there is a huge gap between priorities and the ability to finance 

them. 

C/Q: With all of the problems getting the EAP running in the CEE, what are we going to be 

doing in the NIS? 
A: 	In Russia, we are encouraging and assisting least cost planning, for instance, as well as 

on the local EAPs rather than at the national level.focusing more 

3.4 Building Blocks 4 & 5: Risk Assessment/ Least Cost Approach 
Dan Thompson, EPA
 
Ron Greenberg, ENI/EEUD/ENR
 

3.4.1 Priorities and Risks: EPA Risk Assessment Program (Thompson) 

Points for discussion: 
1. Clarification 	of terms. 
2. Risk and EAPs. 
3. US projects 	involving risk. 
4. Results. 

Risk Assessment (RA) is the process of characterizing and quantifying potential adverse 

human health effects and ecological effects of environmental contamination. RA is key to 

determining which environmental problems pose the greatest risks to human health and the 

environment, helping policy makers better direct policies and regulations to achieve the 

greatest risk reductions. RA can be used to make predictions of health effects that might 

occur in the future, allowing decisionmakers to design long-term strategies. 

When prioritizing resources in the process of designing EAPs, RA gives decisionmakers a 

tool for evaluating the importance of potential projects, providing specific data on ambient air 

quality, industrial pollution, potable water, etc. -- all possible indicators of human health 

problems. RA has become a key component in the EAP for Central and Eastern Europe, 

which uses environmental health as the first consideration in environmental planning and 

investment priorities. 

Risk assessment elements: 
1. Risk. Government officials, industry representatives, and scientists all complain that risk is 

not accurately perceived, yet 
environmental groups, bolstered by the media, ask why governments delay taking action. 

2. Data. Data must be summarized using a methodology and framework for systemically
 

evaluating human health risks.
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3. Risk management. A process, less consistent than risk assessment, that is subject to 
statutory considerations. It asks such questions as, which technologies are most feasible and 
what are the economic impacts. 

4. Comparative risk assessment (CRA). CRA ranks the human health impacts of a cluster 
of problems, allowing policy makers to set priorities for limited resources. 

5. Institutional capacity. Institutions must be established or strengthened to sufficiently 
collect and analyze data, as well as set regulations and manage priorities for specific 
pollutants. 

6. Choose risk reduction actions. Resources will be allocated and international financing 
requests justified. 

3.4.1.1 EPA RA Proiects 
Telpice Project, Czech Republic. Focuses on air pollution; uses air monitoring and modeling 
to gather more and better data to understand human health risks in Telpice. 

Project Silesia, Czech Republic and Poland. Uses a quantitative "screening" risk 
assessment to compare risks of different environmental problems, using the available 
environmental data in the region. 

The Slovak Risk Assessment/Risk Management Project, Slovakia. Seeks to transfer tools 
and techniques for risk assessment and risk management to Slovakia, combining training with 
a case study approach. 

The Bulgarian Community Environmental Action Project, Bulgaria. Working with the 
Institute of Sustainable Communities to develop an 
EAP for the town of Troyan. 

3.4.2 Comments/Questions and Answers 
C/Q: While RA defines needs, a balance is required between what needs to be done and what 
can be done. Where does financing come into RA? 
A: Risk management should include a cost-benefit analysis. 

C/Q: How universally known and accepted are RA methodologies? 
A: RA is internalized internationally by all epidemiological projects. One issue is who in 
government do you train? Members of the Ministry of Health or the Ministry of 
Environment, or both? Also, do we train scientists, professors, and local community leaders? 

C/Q: It's clear from the Russian example that we're identifying many of the health impacts 
of pollutants, such as unemployment. Are these variables taken into account when you 
conduct RAs? Are social costs included? 
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C/Q: We must stick to high standards, even if it forces investments to be high; 

there should not be compromises. 

C/Q: Regarding the issue of social costs, the World Health Organization developed an 

alternative framework for RA that looks at urban problems. Results have been mixed. 

3.4.3 Least Cost Approach' 
There is a question of how we should use our resources. That is, whether we focus on 

individual investments or go straight to the broader systemic level first and then proceed to 

the city or plant level. 

The issue of design is significant to this discussion. In Poland, for instance, much money 

from national funds has been used on plants which are over-designed and impossible to 

maintain. There is a divorce between design criteria and design application by plant 

managers. Another related issue is the difficulty of regionalizing some aspects of design. For 

example, in a large western Polish city, plants upstream contaminate the water supply, while 

nearby communities downstream have mandates to build excessive plant capacity and 

structures to alleviate the water pollution. Instead of dealing with the problem on a larger 

scale, it is being managed at the micro level unsuccessfully. USAID's challenge is to get the 

design to a least cost level that could be financed by the municipalities and still be supported 

by the national fund. One lesson learned was that if your project cannot get in at the early 

design stage, it can be futile, in the context of least cost, trying to catch up later. 

Again, it is important to distinguish between least cost in a project (e.g., at the design stage) 

and least cost solutions on a more systemic basis. At a Slovakia river with forbidden levels 

of water quality, for example, the project rarely looked at secondary treatment first, but 

focused instead on addressing non-point sources of pollution and other more systemic 

solutions. Similarly, in the energy sector, one could look at a host of less costly solutions 

first, before focusing directly on installing expensive scrubbers at a power plant, for example. 

In the context of individual projects, a study conducted last summer on investments made by 

the national fund in Poland looked at the cost-effectiveness of S02 reductions. The study 

showed an enormous gap between the amount of money being invested for each ton of S02 
and the actual cost per ton of reducing S02. While other variables could be involved, this 

study is another indication that least cost planning is not being utilized. 

a'Due to time constraints, a full presentation of least cost approach was omitted. Instead, 

brief discussion on some issues related to least cost approach occurred at the end of the 

presentation on risk assessment. Participating in the discussion on least cost approach were Paul 
Parks, Bill Sommers, and Sandy Hale. 
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4.0 APPLICATION OF LESSONS LEARNED: FIVE ILLUSTRATIVE CASES 
Mike Kalinoski, Moderator
 
Tony Marcil, World Environment Center
 
John Borazzo, Zlatna
 
Charlie Smith, Krakow
 
Anna Phillips and Helena Cizkova, Silesia
 
Craig Hafner, EHP, Danube
 

The purpose of this session is to hear about lessons learned from managers of USAID 
environment projects in Central and Eastern Europe. Appendix C contains papers presented 
and other supporting documentation for this section. 

4.1 World Environment Center (WEC) 

4.1.1 Overview 
In 1989 WEC began its involvement in Central and Eastern Europe by assisting EPA in 
organizing the Regional Environmental Center in Budapest. In 1990, WEC and USAID 
signed a 5-year cooperative agreement to provide technical assistance, training, and 
information dissemination services related to urban and industrial pollution control in Central 
and Eastern Europe. The agreement was extended for two years due to early success. 

4.1.2 Illustrative Lessons Learned 
1. Anatomy 101 
*Define strategy 
*Set goals 
. Work flexibly 
*Measure, refine, re-set goals 

2. Connect the Tools 
• Discipline (don't narrowly define) 
• Training 
*Risk assessment 
• Waste minimization 

WEC has established an Industrial Waste Minimization Program (IWMP), the objective of 
which is to transfer U.S. private sector technology and techniques through a hands-on 
demonstration project that utilizes training and U.S. equipment. The IWMP builds in-country 
capability to independently conduct waste minimization which measurably reduces pollution, 
provides economic benefits, reduces worker and citizen exposure to toxic compounds, and 
conserves natural resources through the use of low-cost and no-cost techniques. 

4.2 Zlatna, Romania 
4.2.1 Overview 
Zlatna is a town of 9,000 people with a copper smelter. The project, worth $680,000 the first 
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year, is considered a pilot and is designed to be transferable. A risk assessment indicated that 

short-term impacts, focused on health, should be sought within the first year, with longer-term 

investments anticipated. 

To date, Zlatna has provided technical assistance and equipment, and the project has 
on soil. Action plans foridentified lead as the primary human health risk, with a focus 

addressing health risks include community health, occupational health and safety, and ambient 

air (addressed by EPA). 

4.2.2 Lessons Learned 
* Risk assessment works best in simple situations. 
* Reducing exposure does not necessarily equal environmental improvement. 
* Institutional collaboration is key. 

4.3 Krakow, Poland 
4.3.1 Overview 
The Krakow Clean Fossil Fuels Energy Efficiency program, now in its 3rd phase, is a $25 

million project. Three-quarters of a million people are affected; the primary health risk is 

household level S02 from coal (three times the standard emission rates). 

Phase 3 involves 8 projects which have been selected for U.S.-Poland joint ventures, one of 

which is now producing coal briquettes. 

4.3.2 Lessons Learned 
• Simple economic analyses can indicate least cost option. 
* Local participation is key. 
• Initial ideas for solutions can be misleading. 

4.4 Silesia, Czech Republic 
4.4.1 Overview 
Project Silesia is a comparative risk assessment and risk management effort jointly 

coordinated by EPA and the Ministry of the Environment (MOE) of the Czech Republic. The 

project is funded by both USAID and the Czech MOE, affecting 1.2 million people. 

The goal of project Silesia is to identify those environmental problems posing the greatest risk 

to human health in the region of northern Moravia and Silesia, and to develop and implement 

strategies to reduce those risks. In 1991-1992, a set of risk assessment priorities were 

identified. Risk assessment fields include air pollution, surface water pollution, drinking water 

contamination, food contamination, occupational health, and waste disposal. 

During the period 1992-1994, five demonstration projects were set up with several support 

activities. Each of the projects and activities has its own specific work team that is 

comprised of representatives of the institutions and organizations involved. 
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4.4.2 	 Lessons Learned 
* 	 Forming strong partnerships with counterparts is key. 
* 	 Sharing information is key. 
* 	 Enforcement is key. 

4.5 	 Environmental Health Proiect, Danube River Basin 
4.5.1 Overview 
This project began with the ENI Environmental Program for the Danube, which provided 
$3.75 million in technical assistance from 1991 to 1994 through the WASH project, and 
affected Bulgaria, Hungary, Romania, and Slovakia. Project accomplishments have included: 

* 	 First donor consultant team in the Danube region in 1991. 
* 	 Hot spot identification. 
• 	 Coordination with other donors. 
* 	 Feasibility studies in four countries and project designs. 
• 	 Data management system institutionalized. 
* 	 Procurement of wastewater treatment plant (WWTP) technologies. 
• 	 Tannery pollution prevention assessment. 
* 	 Ten workshops on WWTP improvements, trained 100 plus staff. 
• 	 Ten US Army trucks donated to Romania WWTPs. 

4.5.2 Lessons Learned
 
The following are key components to a successful project:
 

* 	 Information and policy reform. 
• 	 Creative approaches to investment. 
* A decentralized sector is more effective than a centralized one.
 
e Institutional assessments.
 
• 	 Demonstration projects. 
* 	 Work with other donors. 
* 	 Stay focused with limited resources. 
* 	 Understand and utilize the capabilities of counterparts. 
* 	 Flexibility. 
* 	 Procurement takes longer than planned. 
* 	 Interaction from top to bottom. 

5.0 	 WORKGROUP SESSIONS ANALYZING EXISTING CEE AND NIS 
PROJECTS IN THE CONTEXT OF LESSONS LEARNED AND BUILDING 
BLOCKS 

Using the five building blocks as a framework, participants divided into groups and were 
asked to assess five CEE/NIS projects, incorporating the lessons leamed from the previous 
sessions. 
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5.1 Donetsk, Ukraine 
Phase I of this EPT activity featured an initial assessment that included information from the 

Ukraine Ministry of Environment; priorities were established and audits undertaken. 

In the current Phase II, project implementors are asking what the issues are and how USAID 

could address the issues in the future. A more formal risk assessment will be conducted 

which will not be quantitative; it will examine more qualitative factors, such as community 

and social variables. A regional EAP process is underway to examine conditions in the area, 

with an active regional governor committed to enforcement who is playing an integral role. 

Also in Phase I, investment issues are being analyzed, such as restructuring, investment 

decisions, etc. Institutional strengthening issues are being studied as well. 

In Phase III, more substantive project impacts will be achieved. Investment decisions will be 

implemented, and environmental incentives will be set up in the context of the policy 

framework that assumes functional institutions. 

5.2 Russian/Far East Project 
This Environmental Policy and Technology (EPT) project, Sustainable Natural Resources 

Management and Biodiversity Protection Program, had an unusual genesis, originally designed 
anto provide training assistance to firefighters; now, the przject provides advice on saving 

endangered species of tiger. The project is fraught with local conflict; e.g., there is a strong 

interest at the local level in continuing activities that increase the rate of forest exploitation 

and a competing interest in conserving biodiversity. At present, the forest is being managed 

in a non-sustainable manner. 

To address this problem, many interests have to be considered and incorporated into the 

project. Problematic issues include identifying an appropriate role for NGOs, enforcement, 

forest management, licensing, and U.S. business interests. 

Analysis of project by building blocks: 
• Risk assessment and least cost-planning - not appropriate for this project. 

Policy/institutions - the project needs a major training component. A local 
workshop was conducted in the region to discuss findings and results with 
policymakers and others in order to reach consensus on what kind of training is 
needed.
 

Ended up with a needs assessment of what's required. Everyone involved 
agrees that the region faces serious environmental problems,. Policy analysis 
shows a breakdown in institutions managing the forest. Belief that there's a 

great deal more rent the govt. could take from the forestry; help to improve 
enforcement. 
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The project needs low cost win-win situations to improve utilization of forest 
resources. Need a careful policy assessment of using forest products, and 
effective information dissemination. Need to be able to assess policy 
components better. 

The project is working more with local and international NGOs, and is hoping 
to establish regional environment centers, as well as Integrated Conservation 
Development Projects (ICDPs). 

Investments and Financing - face the problem of evaluating non-monetary 
benefits. Have access to different sources of funding, which must be assessed. 

5.3 Novokuznetsk 
The EPT Novokuznetsk project is based in a large coal mining area in southern Siberia. The 
project has two goals: 1) to reduce pollution-related risks to public health; and 2) to 
contribute to environmentally sustainable economic development. 

The EPT pollution program focuses on improving drinking water, controlling air pollution, 
and institutionalizing industrial environmental audits. The sustainable development program 
supports the city's strategic planning process for achieving economic and social restructuring, 
and providing guidance and tr'aining for new entrepreneurs and matchmaking with U.S. 
companies. 

While several program activities are underway and planned, project implementors realize the 
importance of working with a strategy that incorporates cost minimization, rather than waste 
minimization, principles. The project has looked to the Krakow project as an example of 
effective use of least cost options for designing solutions to low level emissions. Risk 
assessment efforts at the outset could have been better utilized, as the existence of sufficient 
data was uncertain. 

5.4 Central Asian Republics (CAR) 
In 1993, the United States committed $15 million to the CAR for two general forms of 
assistance: 1) potable water and public health education projects to communities most affected 
by waterborne diseases and increasing infant mortality; and 2) technical assistance and 
training to support regional cooperation in water management. 

This area features a river that's heavily polluted, the entire region needing great 
environmental improvements. The challenge for USAID has been to devetop a strategy and 
EPT activities that target appropriate areas for effective clean-up efforts. How do we gather 
available data and form a hypothesis that can be tested? 

Industrial emissions are the primary source of pollution. Clean !!p will threaten many local 
businesses, so the project must strike a balance between clean up and economic stability. In 
this relatively isolated area, people have little exposure to areas outside the region, making 
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training and institutional strengthening necessary. Saving as many businesses as possible will 

require risk assessment data that includes cost-benefit information; environmental economists 

should be part of the technical assistance teams. 

To further complicate the task, there are weak policies due to poor standards and uncertain 

governmental infrastructure; i.e, lines of responsibility between central and regional 

government bodies are gray. Policies and regulations are poorly defined and enforcement is 

weak. Industry, NGO, and other citizen representation is virtually non-existent. 

5.5 Bulgaria 
USAID has committed $1 million of assistance for 1995 to Bulgaria, which is a high priority 

country for the CEE EAP since Sofia will host the follow-up ministerial on the EAP in 

October. While USAID hopes to have a substantive project underway by then, the short time 

frame makes definition of the project and measurements difficult. An unstable and changing 

government further complicates the task. 

In the design process, USAID looked at some of the best projects in the region, as well as 

other donor activities, such as WRI, HHD, and EPA. 

Issues 	for consideration include: 
• 	 Should EAP activities focus on one specific region where other USAID sector 

activities are concentrated or should the location of EAP activities be based on 

where these activities, themselves, could have the greatest impact? 

0 	 !;hould all cnvironment sector activities be concentrated in one region to 

complement EAP, or should they be placed where they have the greatest 

impact? 

* 	 Since Bulgaria's economy makes economically viable projects difficult, what 

should be the division between pre-investment technical assistance and capital 

grants? 

* 	 How do we analyze the tradeoff between a high risk, longer-term, more 

sustainable effort, versus a more certain project that will have some impact and 

be implemented prior to the ministerial conference in October? 

* 	 Given the international nature of the EAP, what steps or projects should be 
undertaken to assure donor coordination is maximized; to what degree should 

the possibility of donor coordination influence USAID activities in Bulgaria? 

5.6 	 Summary Points on Working Groups by M. Kalinosid 
• 	 Policy and financing are the most uncontrollable variables. 
• 	 Diversity of strengths should be optimized. 
• 	 Twinning potential with counterparts is great. 
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* 	 Responding to short-term needs can be as important as planning for long-term 
effects like institutional strengthening. 

* 	 Address cross-sectoral issues, utilizing other USAID resources. 
• 	 Training efforts should be tailored to the appropriate level, forming local and 

regional training grounds. 
0 Thinking through project components for their relevancy and effectiveness 

should be a fluid process throughout design and implementation. 
0 	 Activities should be analyzed through different stages to assess the applicability 

of the building blocks. 

6.0 	 DAYS ONE AND TWO SUMMARY 

6.1 	 Summary Points on Day Two by M. Rock 
* 	 Turning off bad ideas is a good accomplishment. 
* 	 Economic restructuring and economic benefits have evolved more slowly than 

anticipated. 
* 	 Are we missing an opportunity to affect environmental impacts in the early 

stages of economic restructuring by not tracking private capital flows? 
* 	 Rationalizing environmental standards is tough but necessary for good 

enforcement. 
• 	 Rationalizing standards and getting good compliance is necessary for solid 

investment programs. 
* 	 EAP is predicated on the assumption that countries would come up with a list 

of environmental priorities, but this hasn't necessarily been the case. 
* 	 Municipal service projects are not high on the list of environmental priorities at 

the national level, but clearly are high priorities at the regional level. 
Waste minimization programs appear to be highly effective if managed wisely. 

• 	 Cost-effectiveness makes a difference (e.g., Krakow). 
* 	 Still ambiguity about how to work with NGOs: possibly we can't co-opt them 

as part of the solution if they're advocacy-oriented. 

6.2 	 Summary Points of Days One and Two by R. Greenberg 
* 	 The Lessons Learned exercise was not intended to be uni-directional; i.e., there 

are obviously lessons to be shared by project implementors in both the CEE 
and the NIS. 

• 	 The framework for common building blocks was not meant to be strictly 
interpreted; it can be used as a framework but should be considered fluid. 

• 	 Days One and Two have set the stage for the relationship that must continue to 
evolve for successful program and project implementation in the field -- we 
will build on this relationship in tomorrow's session with USAID staff. 

* 	 It's clear that there is often a dilemma between showing short-term results and 
building long-term projects. 

* 	 Transferring information and knowledge among project implementors is as 
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important as substantive technical assistance; listening to each other the past 
two days has worked. 
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DAY THREE
 

7.0 IMPACT INDICATORS2 

Jim Bever, ENI/EEUD
 
Alexi Panehal, EN1/EEUDIENR
 
Patricia Vondal, EPAT/WIEA - Prism Project
 

7.1 Introduction bv Bever 
Developing and monitoring impact indicators is an intellectually valuable exercise because it 
forces project managers to ask at the outset what achievements are sought, and then to track 
those achievements through the life of the project and beyond. A more challenging task, in a 
way, is to communicate program and project results to the Office of Management and Budget 
(OMB) now. We're being asked to share information with a new Congress, many of whose 
members are skeptical of foreign aid, so if we can demonstrate success now, we'll be better 
positioned for the future. It's important, however, to keep a couple of caveats in mind. 

First, we cannot hold ourselves to an unrealistic standard. It's nearly impossible to 
demonstrate all of a project's successes with a few indicators -- which is in reality what we're 
being asked to do. It's far more important to capture the spirit of our accomplishments. 
Second, those who develop indicators wonder if they'll ever be used. The impact indicators 
exercise is a two-edged sword because it asks us to develop concrete indicators at the outset 
that might, during j',Aplementation, become poor measurements of actual performance. 

Somehow we have to strike a balance, though, since it's imperative today that we offer strong 

indications of our achievements. 

7.2 	 Impact Indicators: An Overview (Panehal) 

7.2.1 	 Discussion Points 
* 	 What is the ENI Bureau looking for? 
* 	 Traditionally indicators in the ENI have been used to track performance; now, the 

agency is going beyond that. 
* 	 OMB won't continue funding without acceptable indicators. 
* 	 Programmatically, indicators have value 

Helps define activities. 
Good business - shows countries projects have value. 
Keeps projects politically viable with constituencies. 

2Because the discussion on impact indicators involved more dynamic group interaction than 
previous discussions, the question/comment and answer format used in the rest of the report has 
been replaced here with notations of questions, comments, and answers as they evolved during 
the presentations. 
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7.3 	 Inputs, Outputs, Impacts (Panehal, cont.) 
Inputs are the assistance we provide in the form of training, equipment, analyses, studies, etc. 

Outputs are the deliverables produced as a consequence of our inputs; e.g., seminars, numbers 

of people trained, reports, recommendations, etc. Impact, often outside the project's control, 

is what the recipients of our assistance do with the outputs. 

The ENI Bureau and USAID in general are moving to the next level, asking, for example, 

whether environmental liability stimulates the privatization process because, at the program 

level, the ENI Bureau is interested in achieving privatization. We therefore must start 

developing program-level indicators, indicators of accomplishments that transcend project 
goals. 

7.4 	 Project-Level Impact Indicators (Panehal, cont.) 
Generally there are two types of indicators: 
1) Quantitative, or tangible outcomes; and 
2) Qualitative, such as indications of policy reform. 

Three project-level objectives, and corresponding indicators, are listed below as examples of 

quantitative impact indicators. 

7.4.1 	 Economic Restructuring 
a. environmental liability. 
b. Economic savings. 
c. Leveraging investments. 

7.4.2 	 Quality of Life 
a. Reduction of Pollution. 
b. Media-specific legislation. 
c. Negotiation of compliance schedules. 

7.4.3 	 Democracy 
a. New 	NGOs. 
b. Expansion of NGOs. 
c. Increased exposure in the newspaper, on radio, television, etc. 
d. Increased financial sustainability (e.g., Romania). 
e. Passage of environmental impact assessment legislation. 

Examples of qualitative impact indicators include: 
* 	 Krakow policy changes in water rates, improving the plant's viability and generating a 

World Bank loan. 
* 	 Increases in user fees. 
* 	 Behavioral and attitudinal changes in policymakers. 

Question from room: When is it appropriate to take credit for accomplishments: need to take 
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credit vs. need to let host countries take credit? 
Response (Vondal): Everyone realizes that we alone are not responsible for making changes 
because we're not the only ones involved in the process. We're not expected to make a case 
for direct causality; we're only expected to show a plausible association between activities 
and change. The level of proof is not strict. We are compelled to show our influence; this 
becomes difficult when progress is slow, when we are cata,,-' to change in a long-term plan. 

Question from room: Who's using these indicators, for whom are we developing them? 
Response (Bever): Tom Dine, Assistant Administrator of the ENI Bureau, wants a response in 
the short-term to answer the immediate call for indications of success. This response is 
different than the full-blown impact indicators exercise, which will be aimed more at OMB 
and USAID internal management. 

7.5 Process of Gathering Impact Indicators Information (Panehal, cont.)
 
There is a logical flow of information, from the program to the project level, when
 
developing indicators. We cannot predict project indicators without knowing the program
 
indicators.
 

Contractors reported impact indicators to project officers. The ENR division shuffled and
 
packaged the indicators according to the audience, then forwarded them to the Bureau's
 
program office. From this process, the program office produced the tables of indicators, which
 
focus almost exclusively on privatization, that have been recently distributed to missions.
 

The process of developing impact indicators should be built into contractors' workplans and
 
cooperative agreements. Issues for discussion include whether its valuable to aggregate
 
indicators by region (e.g., WEC projects -- calculating savings across all plants and reporting
 
to the Bureau aggregate savings, potentially advantageous for the project because it could
 
demonstrate large successes with one indicator). Another issue for discussion is the
 
importance of tracking impacts beyond project termination since results often continue for
 
years after the end of a project. We must think of ways to track and report post-project
 
achievements.
 

Comments from room: We don't have a system for tracking long-term effects; who pays for
 
it? How do you report progress after projects are closed?
 
Answer (Vondal): Project contracts and delivery orders may have to be modified so that
 
project implementors collect data. You may be able to use existing data sets in country.
 
There are many possibilities.
 

7.6 	 Vondal Presentation: Discussion Points 
* 	 De-mystify and clarify the request for the ENI program office and Dine. 
* 	 Quickly review basic indicator principles that will help you choose and develop 

useful, practical, and meaningful indicators. 
* Present two examples from the CEE to illustrate the principles. 
0 Facilitate a frank discussion on anxiety-provoking indicator issues: 
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. Multiple audiences. 
• Causality. 
• How quickly 	can you get results. 
• Cost of monitoring indicators. 

7.7 	 Audiences for Data (Vondal, cont.) 
You. Program and project managers manage and monitor their activities in the 
course of implementation. USAID's "re-engineering" or "managing for results" 
exercise emphasizes the need for managers to develop effective indicators at 
the outset which they will use throughout project implementation to monitor, 
and perhaps modify their activities in order to increase the possibility of 
achieving desired results. The data can also help test development hypotheses 
related to strategy and program design. 

Host Countries. Counterparts and other in-country stakeholders must be 
convinced of project results to retain their cooperation and continued support. 

Washington Observers. Field-based managers must demonstrate project 
success to USAID/W counterparts, who in turn must answer to Congress, 
OMB, the Government Accounting Office (GAO), the media, taxpayers, etc. 

The call for indicators is more urgent now thin ever before for USAID programs and 
projects, and particularly for the ENI region due to political pressure to show results of UJSG 
assistance to the NIS. President Clinton has signed legislation requiring the measurement of 

results of USG aid, so in addition to the standard forms of political pressure we now have a 
law as well. 

While it's difficult to address all audiences, designing appropriate impact indicators for any 

purpose follows some basic rules. The data you collect need not necessarily be complex or 
expensive, but it must demonstrate, as directly as possible, whether you've achieved 
quantitative or qualitative outcomes. 

Theoretically, reliable and logical indicators, collected effectively and reported clearly, should 
address all audiences. Some sectors can do this more easily than others, however. Child 
survival projects, for instance, can show success using well-established and widely accepted 
indicators. In the environment, it's much harder. Typically, environmental projevts have short 

lives but often produce effects far beyond project completion. Also, the environment sector 
does not benefit from broadly accepted measurements that speak to a variety of audiences. 
Section 7.9 below discusses in more detail the basic elements of sound impact indicators. 

We won't succeed in developing perfect impact indicators overnight, but must attempt in the 

meantime to come up with a package of functional impact indicators that will satisfy current 
demands. 
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7.8 ENI Targets (Vondal, cont.) 
The ENI program office has distributed matrices to missions asking for missing data, in order 
to create a chart that shows indicators, targets, and sources of funding by program strategic 
objectives and sub-objectives. In the column called "Indicators" they have provided project 
sub-activities, garnered from existing delivery orders in the region. They are asking you to 
provide "targets" for the indicators. You should identify the magnitude of the anticipated 
change, a timeline for reaching it, by stating that you project "X" amount of change in 
condition "Y" by "Z" year. If you know that you won't be able to affect the intended change 
prior to project completion, you should identify an interim outcome, or "milestone." Targets 
can be quantitative, e.g., a certain number of people trained, or qualitative, e.g., a change in 
policy. 

The ENI program office is interested in receiving your feedback on the matrix; e.g., missing
 
indicators, gross misstatements of indicators, misplacement of field projects against indicators,
 
etc. You are encouraged to contact Jeff Evans or Debbie Prindle in Washington. They are
 
trying to complete an initial package, in order to secure funding from OMB, by March 1995.
 

Question from room: Since projects are already underway and there's not enough data to
 
measure interim changes, how do we provide indicators?
 
Answer (Bever): We're in a quandary because we weren't asked to develop these indicators
 
in the beginning. Some projects have data; others do not. We have to work with what we
 
have.
 

Question from room: The matrix is for CEE; what do NIS managers use?
 
Answer (Vondal): The ENI program office intends to merge the two regions during this
 
exercise, and since the strategic objectives are similar, there should not be substantial
 
differences.
 

_Question from contractor in room: This request from ENI is confusing, from a contractor's
 
perspective, because existing contracts (delivery orders) don't require us to conduct these
 
tasks.
 
Answer (Panehal): Contractors need to work out with mission project officers the division of
 
responsibility for responding to the ENI program office, and the actual development of
 
indicators. Under your delivery order, you have to demonstrate that you've accomplished
 
outcomes -- even if the process is not spelled out in your contract.
 

Comments from room: Existing delivery orders bear no relationship to this request we're
 
discussing today. There is no connection between what the field is monitoring and what's
 
being requested by ENI. There is a fundamental disconnect between design and outcome.
 

7.9 Basic Indicator Principles (Vondal, cont.) 
A performance indicator is a particular characteristic or dimension for measuring progress 
toward achievement of an intended change, as stated in a strategic objective, program 
outcome objective, or program activity. Performance indicators for an objective should be: 
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Direct 	 Straightforward and at the same levels as the objective for which they 

have been developed; grounded in theory and practice; acceptable to 

both proponents and skeptics. 

Precise 	 Uni-dimensional and framed in operational terms. 

Adequate 	 As a group, they measure the strategic objective or program outcome 

effectively and efficiently. 

Quantitative 	if Possible - qualitative where necessary. 

* 	 Disaggregated if Appropriate 
By gender, age, urban-rural, socioeconomic status, etc. 

.o Practical 	 They should be amenable to the collection of quality data, timely data, 

and cost-effective data. 

Appendix D expounds on these principles and offers examples of good and bad indicators. 

Question from room: What is a "target" as opposed to an "indicator"?
 
"indicator" in general
Answer (Vondal): What the ENI program office calls a "target" is an 

usage by the rest of USAID. It's important to give ENI feedback that the terminology is 

confusing. 

A useful strategy for approaching this exercise, despite the confusing terminology, is to look 

at objectives, define activities, and define targets against program-level "indicators" provided 

by ENI, which are in reality sub-activities for strategic objectives. 

Question from room: Why are we using a system different than the rest of USAID?
 

Answer (Bever): While the PRISM system seems to work better than this one, both are
 

imperfect.
 

There's so much activity going on at ENI, the program office is relying on this kind of
 

feedback to improve the impact indicators exercise. They especially need input on matching
 

projects with appropriate indicators.
 

Answer (Vondal): At the time, it was felt that the nature of the management of USAID
 

interventions in the ENI was different than in other regions because programs were
 

implemented from Washington. Accordingly, they felt strongly that a different system was
 

needed.
 

Question from room: For project implementors using similar approaches and techniques in
 

sc ieral countries, will targets change from country to country?
 

Answer: Yes, USAID has not set uniform target .
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7.10 	 Case Study: EHP Activity - ZIatna, Romania (Vondal, cont 
Proiect Obiective: Reduce lead exposure to young children. 
Data Collection: 
1. 	 Collected and analyzed approximately 200 soil and 200 house dust samples for lead to 

better understand the contribution of these exposure media. 
2. 	 Research conducted regarding current knowledge, attitudes, and practices of young 

children and their care givers regarding exposure of young children to lead in their 
environment. 

3. 	 Collection of approximately 300 child blood lead samples for children between ages 1
6 (underway). 

4. 	 Mapping and statistical analysis of environment and blood lead data to identify 
important exposure pathways (following collection of blood samples). 

Interventions 
1. 	 Community-based Lead Education Awareness programs in Zlatna. 
2. 	 Technical seminar for medical staff at Zlatna hospital. 
3. 	 Train home visit nurses in counseling techniques to accompany delivery of blood lead 

sampling results to individual families. 
4. 	 Educational material for schools. 
5. 	 Develop safe play areas for young children. 
6. 	 Training and equipment to analyze large numbers of child blood lead samples 

delivered to the Center for Medical Research in Cluj. 

Expected Results: Reduced blood lead levels in children in one year. 
Issues: 
1. 	 This is a direct measure of impact focused on a targzt group of young cHildren. 
2. 	 What degree of change in blood lead levels can be expected in one year bast.d on 

what is known from these kinds of interventions? 
3. 	 What changes in knowledge, attitudes, and practices can be expected as an interim 

result of these interventions? 
4. 	 Who has responsibility for follow-up data collection, transmission of data to USAID 

and the environmental project? 

Partial answer: EHP is developing a capability to collect and analyze these data by 
Zlatna citizens. 

This case study illustrates several issues related to the choice and use of indicators. Reduced 
blood lead levels is a direct measure of the project objective, and it communicates well to 
many audiences. But project implementors must also take care to acknowledge other 
activities that may contribute to a reduction in blood levels, and they must be careful to 
project reductions that are realistic in that time frame. 

Ultimately, the task of collecting data must be with host-country counterparts because 
eventually USAID will leave. In the World Environment Center project, for instance, 
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implementors successfully convinced plant managers of the importance of data collection by 
demonstrating related cost savings. The plant now realizes that not only are savings incurred 
but productivity has risen due to new environmental standards. 

END OF DAY THREE 
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APPENDIX A
 
ENVIRONMENT STRATEGY SUMMARY FOR ENI REGION
 



ENVIRONMENT STRATEGY FOR ENI REGION
 
SUMMARY
 

The current environment assistance strategy for the ENI region
 
integrates the Central and Eastern Europe and the New Independent
 
States sub-regional strategies. A final strategy is planned for
 
the middle of FY 95.
 

KEY OBJECTIVES:
 

The broad strategic objectives of the two regions support USAID's
 
overall environment strategy to address ke:y global environmental
 
issues and sustainable development issues in the region and at the
 
country level. The ENI approach to global and sustainable
 
development issues is to ensure that both are undertaken 4n a way
 
to be mutually reinforcing, rather than completely stand alone in
 
their activities. This approach more closely links the environment
 
assistance with the more critical economic and democratic
 
transformation of the former communist countries in the ENI region.
 

The global objectives are:
 

* 	 assist ENI countries to improve biological diversity and
 
natural resources management conservation
 

• 	 address global energy and environment issues.
 

The sustainable development objectives are:
 

* 	 promote major policy, economic, and legal reforms which will
 
support economic restructuring and lead to improvements in the
 
environment
 

* 	 support general democratic reforms by strengthening
 
environmental non-government organizations (NGOs) and
 
increasing public participation in government decision making
 

* 	 assist ENI countries to reduce major environmental health
 
threats from urban and industrial pollution
 

While generally these strategic objectives are being followed in
 
each of the countries in the ENI region, each country's strategy is
 
tailored to the economic, democratic, and environmental conditions
 
in these countries and is implemented within the budgetary
 
restrictions.
 

FUNDING LEVELS:
 

The funding levels for the environment assistance program from
 
FY 90 to FY 96 are included in Table 2 to indicate longer-term
 
trends. The NIS program did not begin until FY 93, therefore, the
 
overall level of ENI environmental assistance took a large jump in
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FY 93 and FY 94. Further, the administration's budget for the NIS
 
region in FY 94 was nearly $2.5 billion and was intended as a one
 
time major thrust to support the NIS reforms at a critical stage.
 
FY 95 and subsequent budgets need to be reviewed in that context.
 

CONSISTENCY WITH AGENCY'S ENVIRONMENT STRATEGY:
 

The strategy and activities are consistent with the Agency
 
Strategy, including the emphasis on both global issues, and risk
 
assessment to determine economic, ecological and health priorities
 
for sustainable development interventions.
 

RELATIONSHIP TO OLOBAL ISSUES:
 

The environment program has a significant biodiversity emphasis,
 
particularly in Russia and Bulgaria, two countries with significant
 
biological diversity. The Bulgaria program is also an AID GEF
 
initiative.
 

CONSISTENCY OF COUNTRY PROGRAMS WITH STRATEGY:
 

Each country has strategic objectives and implementation activities
 
based on a country set of priorities related to Lconomic and
 
democratic reform. The country or regional strategies are
 
influenced by the ENI Bureau environment and energy strategies.
 

STRATEGY FORMULATION AND COORDINATION WITH OTHER DONORS AND
 
INTERNATIONAL FINANCIAL INSTITUTIONS
 

Substantial efforts have been made to collaborate with the World
 
Bank, EBRD, other bilateral donors, and the Commission for the
 
European Union to develop coordinated strategies for Central and
 
Eastern European countries at the regional and country level. The
 
key strategic analyses (Attachment) which USAID has played a
 
leadership role in are:
 

• 	 Environmental Action Programme for Central and Eastern Europe. 
which includes the New Independent States 

* 	 Environment action plans and joint environment strategies for 
the Czech Republic, Slovakia, Bulgaria, Romania, Russia, and
 
the Baltic Republics
 

* 	 Danube River action program
 

* 	 Aral Sea action plan.
 

STAFFING LEVELS:
 

The environment staffing in the ENI Bureau is one of the most
 
rapidly expanding in the Agency (Attachment). While the program in
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Central and Eastern Europe was fully managed initially in
 
Washington, the staff grew from one Direct Hire in 1990 to nineteen
 
approved and partially recruited Direct Hire, IPAs, RSSAs, and PSCs
 
in 1994. In addition, each USAID mission has a part-time or full
time FSN and part-time direct hire and full time PSCs to manage and
 
monitor program implementation. The most important trend in the
 
past year has been the further delegation of authority to the field
 
for program management in the CEE countries, which will require
 
increased country based staffing in conjunction with frequent AID/W
 
staff TDYs.
 

8
 



0 

RUSSIA
 

The key elements of the Russia program are developed under the Gore
 
Chernomyrdin Commission and meet the strategic objectives
 
identified by the office of the Vice President, USAID, State, OMB,
 
EPA, and other federal agencies. The primary strategic objectives
 
are:
 

Policy, economic, legal, and regulatory reform: technical
 
assistance is being provided by the Harvard Institute for
 
International Development and CH2MHill to Russian regulatory
 
and policy groups in environmental economics, policy, and
 
regulations. A high priority will be placed on urban and
 
industrial pollution reduction and sustainable forest
 
m;.nagement and conservation.
 

NGO support: is being provided through sub-grants from ISAR
 
to empower NGOs. Beginning in FY 95, the ISAR program will be
 
expanded to include partnerships with other US NGOs and NIS
 
NGOs.
 

* 	 Environmental health: is being supported through four key
 
programmatic areas in FY 94 and will be focused on two regions
 
in FY 96. These activities are:
 

* 	 Novokuznetsk (environment and defense conversion)
 

" 	 Nizhnii Tagill (environment and multiple industrial
 
source pollution reduction)
 

" 	 Moscow (protection and improvement of drinking water) 

" 	 Volgograd (air quality improvements).
 

These activities are identifying major health threats,
 
establishing priorities for remedial action, and providing
 
equipment and least costs management solutions to mitigate
 
egregious problems, while demonstrating cost-effective U.S.
 
technology.
 

* 	 To meet the objective of supporting biodiversity conservation
 
and natural resources manaqement, ENI is supporting:
 

a $16.7 m;.llion Sustainable Natural Resources Management
 

and Biodiversity Program in the Russian Far East
 

conservation of the Lake Baikal region
 

conservation of germ plasma and genetic plant resources
 
at two Russian institutions.
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The budget for Russia (including general program support for
 
monitoring, evaluation, staff oversight) is:
 

RUSSIA PROGRAM FY 93 FY 94 FY 95 FY 96 TOTAL 

OBJECTIVES ($000) ($000) ($000) ($000) ($000) 

Policy, economic, 1,299 1,163 750 1,000 4,212 
and legal reform 

NGO support 1,550 2,297 750 750 5,347 

Environmental health 2,198 15,600 7,000 6,500 33,298 

Natural resources 420 10,562 6,000 5,000 21,982 
management and 
biodiversity 

Global 1,012 160 0 0 1,172 
energy/environment 

Program management 
and evaluation and 

380 1,717 2,500 2,000 6,597 

training 

Total Russia I 6,859 131,5001 17,000 15,250 70,608 
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CENTRAL ASIA REPUBLICS
 

In November 1993, USAID began to implement the $15 million Aral Sea
 
Initiative, pledged by Secretary Warren Christopher, designed to
 
alleviate serious environmental degradation and to foster regional
 
cooperation among the Asian republics of Khazakstan, Uzbekistan,
 
Turkmenistan, Tajikistan, and the Kyrgyz Republic.
 

The Central Asia Republic environment activities are:
 

* 	 Policy, economic, legal, and regulatory reform: technical
 
assistance is being provided by the Harvard Institute for
 
International Development and CH2MHill to CAR regulatory and
 
policy groups in environmental economics, policy, and
 
regulations. A high priority will be placed on water
 
resources use and pricing.
 

NGO support: is being provided through sub-grants from ISAR
 
and an agreement with the Peace Corps to strengthen and
 
empower NGOs. Beginning in FY 95, the ISAR program will be
 
expanded to include partnerships with other US and NIS NGOs.
 

* 	 Environmental health: The Aral Sea Initiative emphasizes
 
assisting local authorities with critical water supply,
 
sanitation and health education needs in communities most
 
affected by water-borne diseases and infant mortality. In
 
FY 95, USAID will support long-term efforts by Central Asian
 
Republics to address the underlying causes of the Aral Sea
 
problem. The Aral Sea Initiative is implemented by CH2MHilI.
 

In addition, USAID will begin to assist CAR counterparts to
 
address major urban and industrial pollution threats to human
 
health.
 

"he planned budget for the Central Asia Republics is:
 

PROGRAM OBJECTIVE FY 
($000) 

93 FY 941 FY 951 FY 96 
($000) ($000) ($000) 

TOTAL 
($000) 

Policy, economic, 
and legal reform 

988 800 1,000 1,000 3,788 

NGO support 90 600 500 500 1,690 

Environmental 
health 

551 19,400 8,500 7,500 35,951 

Program management 1,500 1,500 3,000 
and evaluation 

TOTAL 1,629 20,800 11,500 10,500 44,429 
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WNIB
 

Planning for the work in the western NIS countries is also
 
underway. General plans have been developed for FY 94 and FY 95
 
which will provide for:
 

Policy and legal reform: is being provided through technical
 
assistance from CH2MHill to local and national environment
 
authorities in strategic planning and legal assistance.
 

NGO support is being provided through sub-grants from ISAR to
 
strengthen and empower NGOs. Beginning in FY 95, the ISAR
 
program will be expanded to include partnerships with other US
 
NGOs and NIS NGOs.
 

Environmental health: is being supported through
 
a) institutional capacity building and pilot demonstrations
 
projects managed by the US Environmental Protection Agency to
 
reduce urban and industrial pollution, and b) USAID managed
 
technical assistance, training, and equipment from CH2MHill
 
for environmental health risk assessments; water quality
 
improvements and watershed management; assessment of potential
 
environmental hazards from the Chernobyl disaster on forest
 
product use, and pilot demonstrations of US environmental
 
technology to mitigate industrial and municipal pollution.
 

Global energy and environment issues: The USG undertook an
 
assessment and demonstration of a potential technology to
 
reduce SO2 emissions from coal burning power plants.
 

The planned budget for WNIS is:
 

WNIS PROGRAM 
OBJECTIVES 

FY 93 
($000) 

FY 94 
($000) 

FY 95 
($000) 

FY 96 
($000) 

TOTAL 
($000) 

Policy, economic, 
and legal reform 

73 1,800 0 0 1,873 

NGO support 310 600 500 500 1,910 

Environmental 
health 

617 9,279 4,250 3,500 17,646 

Global energy/ 
environment 

50 0 0 0 50 

Program management 
and evaluation 

71 1,250 
I 

1,000 2,321 

TOTAL 1,050 11,750 6,000 5,000 23,800 
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CAUCASUS
 

In the Caucasus region, the project has been focused on
 
humanitarian assistance and relief, particularly with regard to
 
improved water and waste water treatment. It was supplemented with
 
an initial effort to strengthen the environmental capacity and
 
democratic participation of non-government groups in local
 
community environmental issues.
 

Until the current political crisis in the Caucasus is resolved,
 
environmental programming is on hold.
 

The planned budget for the Caucasus is:
 

PROGRAM OBJECTIVE FY 93 FY 94 FY 95 FY 96 TOTAL
 

(($000) 000) ($000) ($000) ($000) 

NGO support 50 0 0 0 50
 

Environmental health 548 0 0 548
 

TOTAL 50 548 0 0 598
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POLAND
 

on cne broad
The Poland environmental assistance program focuses 

strategic objectives with an emphasis on:
 

Policy, economic, legal. and regulatory reform: technical
 
the Harvard Institute for
assistance is being provided by 


International Development to the Ministry of Environment and
 
support changes in environmental
a policy think tank to 


economics, policy, and regulations. The primary activities
 

are to support the implementation of the Environmental Action
 

Programme for Central and Eastern Europe.
 

* 	 NGO support: is being provided through training under the
 
project and technical assistance to
Environment Training 


Ministries of Environment in public participation.
 

* 	 Environmental health: The primary emphasis is to assist Poland
 

in several key areas:
 

* 	 support waste minimization efforts in industrial
 

facilities
 

* 	 increase investments to reduce health threats under the
 

Environmental Action Programme for Central and Eastern
 

Europe
 

of 	 local and national
strengthen the capacity 

to address urban and industrial pollution
institutions 


issues.
 

PROGRAM OBJECTIVES FY 94 
($000) 

FY 95 
($000) 

FY 96 
($000) 

TOTAL 
($000) 

Policy, economic, 900 500 400 1,800 

and legal reform _ 

NGO support 250 200 200 650 

Environmental health 3,875 4,050 3,400 11,325 

4,000 13,775
[Total 	 5,025 4,750 
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CZECH REPUBLIC
 

FY 95 marks the final year of the program in the Czech Republic.
 
The environmental assistance program in the Czech Republic has one
 
strategic objectives during the final transition phase of the
 
assistance program:
 

* 	 Environmental health: The primary emphasis is to assist the
 
Czech Republic undertake actions to sustain investments to
 
reduce threats to human health from air pollution and
 
industrial sources. The program is limited to:
 

0 	 complete actions to establish a waste minimization center 
to reduce pollution from industrial facilities 

0 	 increase investments to reduce health threats under the
 
Environmental Action Programme for Central and Eastern
 
Europe
 

PROGRAM OBJECTIVES FY 94 
($000) 

FY 95 
($000) 

FY 96 
($000) 

TOTAL 
($000) 

NGO support 125 0 0 125 

Environmental health 1,695 1,625 0 2,920 

Total 	 1,895 1,625 0 3,045]
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SLOVAKIA
 

The Slovakia environmental assistance program focuses on the broad
 
strategic objectives with an emphasis on:
 

* 	 Policy, economic, and legal reform: technical assistance is
 
being provided by the Harvard Institute for International
 
Development to the Ministry of Environment and a policy think
 
tank to support changes in environmental economics, policy,
 
and regulations. The primary activities are to support the
 
implementation of the Environmental Action Programme for
 
Central and Eastern Europe.
 

0 	 NGO support: is being provided through training under the 
Environment Training project and technical assistance to 
Ministries of Environment in public participation. 

* 	 Environmental health: The primary emphasis is to assist
 
Slovakia in several key areas:
 

0 	 support waste minimization efforts in industrial
 
facilities
 

* 	 increase investments to reduce health threats under the
 
Environmental Action Programme for Central and Eastern
 
Europe
 

* 	 strengthen the capacity of local and national
 
institutions to address urban and industrial pollution
 
issues
 

* 	 in cooperation with the multi-national Danube River
 
Action Plan, support regional cooperation and improve the
 
environmental conditions in the tributaries to the Danube
 
River basin through a three year USAID funded GEF
 
program.
 

PROGRAM OBJECTIVES FY 94 FY 95 FY 96 TOTAL
 
($000) ($000) ($000) ($000)
 

Policy, economic, 900 1,125 750 2,775
 

and legal reform
 

NGO support 	 150 100 100 350
 

Environmental health 2,125 2,655 2,500 7,280
 

[Total 	 3,2751 3,880 3,350 10,505
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HUNGARY
 

The Hungary environmental assistance program focuses on the broad
 
strategic objectives with an emphasis on:
 

0 	 Policy, economic, legal, and reQulatory reform: technical 
assistance is being provided by the Harvard Institute for 
International Development to the Ministry of Environment and 
a policy think tank to support changes in environmental 
economics, policy, and regulations. 

* 	 NGO support: is being provided through training under the
 
Environment Training project and technical assistance to
 
Ministries of Environment in public participation. In
 
addition, the US is supporting the efforts of the Regional
 
Environment Center, located in Budapest
 

Environmental health: The primary emphasis is to assist
 
Hungary in several key areas:
 

0 	 support waste minimization efforts in industrial
 
facilities
 

* 	 strengthen the capacity of local and national
 
institutions to address urban and industrial pollution
 
issues
 

PROGRAM OBJECTIVES FY 94 
($000) 

FY 95 FY 96 
($000 ($000) 

TOTAL 
($000) 

Policy, economic, 
and legal reform 

500 550 250 1,300 

NGO support 100 100 0 200 

Environmental health 1,225 1,375 1,000 3,600 

Total 	 1,8251 2,025 1,250 5,1001
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BULGARIA
 

The Bulgaria environmental assistance program focuses on the broad
 
strategic objectives with an emphasis on:
 

* 	 Biodiversity conservation: The cornerstone in the CEE
 
biodiversity conservation program is to assist Bulgaria
 
protect its unique biological diversity, which is the highest
 
in Central and Eastern Europe. From 1990 to 1996, this
 
assistance has and will assist the Government of Bulgaria to:
 

0 	 establish of a new National Park Agency 

• 	 develop a National Conservation Strategy
 

* 	 develop national park conservation plans and establish a
 
national park visitors center
 

with the World Bank, protect a unique biological reserve
 
and habitat for migratory and endangered species
 

* 	 support a three year, USAID funded, GEF program.
 

* 	 Policy, economic, leQal, and regulatory reform: technical
 
assistance will be provided by the Harvard Institute for
 
International Development and the World Resources Institute to
 
the Ministry of Environment to support the Environmental
 
Action Programme for Central and Eastern Europe.
 

* 	 NGO support: is being provided through training under the
 
Environment Training project and technical assistance to
 
Ministries of Environment in public participation.
 

* 	 Environmental health: The program assists Bulgaria in several
 
key areas:
 

supports waste minimization efforts in industrial
 
facilities
 

increases investments to reduce health threats under the
 
Environmental Action Programme for Central and Eastern
 
Europe
 

strengthens the capacity of local and national
 
institutions to address urban and industrial pollution
 
issues.
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PROGRAM OBJECTIVES 


Biodiversity 


Policy, economic, 

and legal reform 


NGO support 


Environmental health 


Total 


FY 94 


($000) 


1,000 


450 


200 


2,475 


4,125 


FY 95 


($oo0 


1,500 


800 


1,900 


4,200 


FY 96 TOTAL
 

($000) ($000)
 

1,500 4,000
 

800 2,050
 
..
 

200
 

1,900 6,275
 

4,200112,525
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ROMANIA
 

The Romania environmental assistance program focuses on the broad
 
strategic objectives with an emphasis on:
 

Policy, economic, legal, and regulatory reform: technical
 
assistance is being provided by the Harvard Institute for
 
International Development to the Ministry of Environment and
 
a policy think tank to support changes in environmental
 
economics, policy, and regulations. The primary emphasis is
 

into the overall economic
the integration of environment 

reform.
 

0 	 NGO support: is being provided through training under the 
Environment Training project. 

Environmental health: The primary emphasis is to assist
 
Romania in several key areas:
 

0 	 support waste minimization efforts in industrial
 
facilities
 

* 	 increase investments to reduce health threats under the
 
Environmental Action Programme for Central and Eastern
 
Europe
 

strengthen the capacity of local institutions to address
 
urban and industrial pollution issues
 

in cooperation with the multi-national Danube River
 
Action Plan, support regional cooperation and improve the
 
environmental conditions in the tributaries to the Danube
 
River basin through a three year USAID funded GEF
 
program.
 

PROGRAM OBJECTIVES FY 94 FY 95 FY 96 TOTAL 
($000) ($000) ($000) ($000) 

Policy, economic, 750 511 500 1,761 
and legal reform 

NGO support 200 200 200 600 

Environmental health 1,250 1,857 1,800 4,907 

ITotal 	 I 2,2201 2,568 1 2,500 [ 7,268 
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ESTONIA
 

FY 95 marks the final year of the program in Estonia. In the final
 
year 	of the program the environmental assistance program in has two
 
activities:
 

Policy, economic, leQal, and regulatory reform: technical
 
assistance is being provided by the Harvard Institute for
 
International Development to the Ministry of Environment and
 
a policy think tank to support changes in environmental
 
economics, policy, and regulations.
 

* 	 Environmental health: The primary emphasis is to assist the
 
Czech Republic undertake actions to sustain investments to
 
reduce threats to human health from air pollution and
 
industrial sources. The program is limited to:
 

complete actions to establish a waste minimization center
 
to reduce pollution from industrial facilities
 

complete one investment assessment to reduce health
 
threats under the Environmental Action Programme for
 
Central and Eastern Europe.
 

PROGRAM OBJECTIVES FY 94 [FY 95 FY 96 TOTAL
 
($000) ($000) ($000) ($000)
 

Policy, economic, 250 0 0 250
 
and legal reform _____-

0 900
Environmental health 900 0 


ITotal 	 F 1,150 1 0 750 1,150] 
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LATVIA
 

The Latvia environmental assistance program focuses on the broad
 
strategic objectives with an emphasis on:
 

* 	 Policy, economic, leg4al, and reQulatory reform: technical
 
assistance is being provided by the Harvard Institute for
 
International Development to the Ministry of Environment and
 
a policy think tank to support changes in environmental
 
economics, policy, and regulations.
 

* 	 Environmental health: The primary emphasis is to assist Latvia
 
to:
 

support waste minimization efforts in industrial
 
facilities
 

increase investments to reduce health threats under the
 
Environmental Action Piogramme for Central a,.d Eastern
 
Europe
 

strengthen the capacity of the Ministry of Environment to
 
address urban and industrial pollution issues
 

PROGRAM OBJECTIVES FY 94 FY 95 FY 96 TOTAL
 
($000) ($000) ($000) ($000)
 

Policy, economic, 250 450 250 950
 
and legal reform 	 I_ I I 
Environmental health 565 405 400 1,370
 

[Total 	 815 855 650 2,320
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LITHUANIA
 

The Lithuaniv environmental assistance program focuses on the broad
 
strategic objectives with an emphasis on:
 

* 	 Policy, economic, leqal, and requlatory reform: technical
 
assistance is being provided by the Harvard Institute for
 
International Development to the Ministry of Environment and
 
a policy think tank to support changes in environmental
 
economics, policy, and regulations.
 

* 	 Environmental health: The primary emphasis is to assist
 
Lithuania to:
 

0 	 support waste minimization efforts in industrial
 
facilities
 

* 	 increase investments to reduce health threats under the
 
Environmental Action Programme for Central and Eastern
 
Europe
 

strengthen the capacity of the Ministry of Environment to
 
address urban and industrial pollution issues
 

PROGRAM OBJECTIVES FY 94 FY 95 FY 96 TOTAL
 
($000) ($000) ($000) ($000)
 

Policy, economic, 500 410 400 1,310
 
and legal reform
 

Environmental health 540 840 800 2,180
 

Total 	 1,040 1,250 1,200 3,490 
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ALBANIA
 
The Albania environmental assistance program focuses on improving
 
the long-term sustainable use of forest resources by local
 
communities. During FY 94 to 99, to meet the objective of
 
supporting biodiversity conservation and natural resources
 
management, ENI is supporting:
 

technical assistance in policy, economic instruments, and
 
legal reform to support sustainable forest management
 

technical assistance, training, and commodities for local
 
community management of forest resources.
 

ALBANIA PROGRAM FY 94 Fy 95 FY 96 TOTAL 
OBJECTIVES ($000) ($000) ($000) ($000) 

Sustainable Forest 400 1,000 1,600 2,000 

Management 
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APPENDIX B
 
OVERVIEW OF ENVIRONMENTAL PRIORITIES AND ACTIONS
 



TABLE 1: OVERVIEW OF ENVIRONMENTAL PRIORITIES AND ACTIONS
 

Environmental Priority Actions:
 
--reducing threats to human
 
health
 

--conserving natural resources
 

Policy changes 	 --economic policies
 
--investment policies
 
--environmental policies
 
--regulatory measures
 
--restructuring enterprises
 
--privatization
 

_ _ _ __ 	 -- public participation 

--setting priorities
Institutional reform 

--reforming regulatory and
 

enforcement practices
 
--decentralization
 
--investment planning
 

--operation, maintenance, repair
Investments 

of existing public
 
environmental services
 

--"win-win" investments
 
--reduce major threats to human
 
health
 

--address environmental problems
 
unique to specific countries
 

--reinforce investments
 
supporting new environmental
 
policies
 

--low cost measures to address
 
long-term priorities
 



TABLE 2: DETAILED SUMMARY OF ENVIRONMENTAL PRIORITIES AND ACTIONS
 

POLICY CHANGES
 

--economic policies 


--investment policies 


--environmental policies 


--regulatory measures 


I R 

_Reducing threats to human
health 


--privatization and 

restricted access to govt 

funds 


--removal of subsidies for 

energy, raw materials, 

processing 


--modernization 

--pollution prevention 

--adopt guidelines on 


environmental liability 

--economic incentives 


--EIA requirements adopted 

--public access
 
--public disclosure of
 
waste and chemical data
 

--mix of regulations and
 
economic incentives
 

--pollution charges based on
 
economical rationale
 

--framework of economically 

rational standards 


--phased in compliance with 

standards over 10-20 years
 

---,_--use
of ambient standards
 

Promoting the conservation
 lof natural resources
 

--privatization and
 
restricted access to govt
 
funds
 

--removal of subsidies for
 
natural resource
 
extraction, processing
 

--government support for
 
conservation,
 
conservation taxes
 

--private investment
 
incentives
 

--EIA requirements adopted
 

--fees, fines, and taxes
 
used for conservation and
 
forest management
 



--restructuring enterprises 


--privatization 


--public participation 


Reducing threats to human 

health 


--close down enterprises 

which are not economically 

viabla 


--for phase out period,
 
give priority to good
 
housekeeping investments
 

--support environment for
 
new investments
 

--Best practical control
 
technology
 

--develop policies and 

procedures to address 

environmental liability 


--undertake environmental 

audits and process
 
assessment
 

--develop financial
 
instruments to fund clean
 
up of past damage
 

--develop programs for 

populace re: dangers from 

industrial, municipal, and 

energy pollution 


--improve public 

understanding and benefits 

from recycling and proper 

waste disposal 


--promote improved local 

environmental management 


Promoting the conservation
 
of natural resources
 

--conversion of land use to
 
wetlands, reserves,
 
forested area
 

--develop procedures to
 
prevent the loss of
 
biological diversity
 
during land privatization
 

--promote improved
 
relationships between
 
public and government use
 
of environmental fees and
 
natural resource use
 

--acquire land for
 
preserves
 

--involve public in
 
development of
 
conservation and natural
 
resource policies,
 
strategies and plans
 



INSTITUTIONAL REFORMS
 

--set priorities 


--regulatory functions 


--decentralization 


--investment planning 


health -of 


--National Environmental 

Action Plans 


--introduce use of risk 

assessment and least cost 

planning 


--strengthened monitoring 

system 


--improve compliance and 

enforcement functions 


--support the devolution of
 
authority to local
 
governments
 

--develop the local capacity
 
to: set priorities and
 
make sound environmental
 
management decisions
 

--river basin management
 
units
 

--air quality management
 
units
 

--improve capacity in risk
 
assessment, least cost
 
planning
 

--improved project

identification
 

--full cost pricing, cost
 
recovery
 

--setting objectives for
 
investment
 

natural resources
 

--Forest and conservation
 
strategies
 

--Ecological risk
 
assessment and rapid
 
ecological assessments
 

--improved forest and
 
conservation monitoring
 

--enforcement to reduce
 
illegal logging and
 
poaching
 



INVESTMENTS-Short term
 

--Operation, maintenance, 

repair, and selected 

rehabilitation of 

existing public
 
environmental services
 

F--"win-win" investments 


--reduce major threats to 

human health or 

irreversible loss of 

habitat 


Reducing threats to human 

1health 


--safe drinking water,
 
collection and disposal of
 
solid and hazardous waste
 

--small investments in 

energy and water 

conservation: metering,
 
reducing leakages, low
input and low-waste
 
technologies
 

--waste minimization
 
--energy efficiency
 

--air Quality: reduction of 

particulates, emissions 

reduction of lead, zinc, 

copper, aluminum 


--water quality: industrial 

pre-treatment, nitrate 

reduction and biological 

contaminants of drinking 

water supply
 

--hazardous waste: ensure
 
leachates do not
 
contaminate drinking water
 
sources
 

Promoting the conservation
 
of natural resources
 

--sustainable forest
 
management
 

--protection of the habitat
 
of rare and endangered
 
species
 

--protection of
 
international
 
migratory habitat
 

--germ plasm conservation
 
of globally significance
 



Reducing threats to human Promoting the conservation
 
health of natural resources
 

--problems unique to --providing drinking water --biological diversity
 
specific countries --replacing unsafe nuclear conservation for
 

facilities threatened habitats and
 
species
 

--waste water treatment to
 
protect tourism and
 
critical habitat
 

--support to reinforce/ -- industrial wastewater --stimulate private
 
accelerate environmental treatment investment in sustainable
 
investments in response --reduced emissions from natural resource use
 
to new environmental chemical and petrochemical --establish conservation
 
policy enterprises funds
 

--low cost measures to --phase out leaded gasoline --rescue threatened
 
address long-term --sustainable agriculture internationally critical
 
environmental priorities .-- eco-tourism conservation_ r eas
 

doc: matrix.ovr, draft: 1/14/95
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KRAKOW 

Background Paper for Case Study Presentation 

The historic city of Krak6w has a population of 750,000 and is located in the Vistula River 
Valley in Southern Poland. It is close to the Upper Silasian Coal Basin and coal is naturally 
the primary fuel for heating and industrial energy needs. Air pollutant concentrations in the 

,,cy far exceed ambient air quality standards and one of the major contributors to this 
situation is the Low Emission Sources. These include: 100,000 small tile stoves used for 
heating individual rooms or flats, over 2000 hand-fired boilers which use coal, coke, or 
coal/coke mixtures and provide heat to individual buildings or small groups of buildings, and 
227 larger mechanical stoker-fired boilers which provide heat to local parts of the district 
heating system and steam to local industries. These sources are major contributors to the air 
quality problems in the city and a main goal of local government policy is to eliminate them 
as significant pollution sources. 

The U.S. Agency for International Development (USAID) and the U.S. Department of Energy 
(USDOE) are cooperating in a program to reduce pollution from the city's Low Emission 
Sources. This program, called the "Krak6w Clean Fossil Fuels and Energy Efficiency 
Program" is based on the SEED Act of 1989 (Support for Eastern European Democracy). 
The program seeks 'o help introduce market economy practices into Poland, allows the 
transfer of state-of-the art U.S. technology, and provides opportunities for U.S. companies. 
The program has been developed following three basic assumptions: 

the program will support approaches which can be competitive in an open market, 

the approaches must lead to significant reduction of pollution with only a limited 
increase in heating costs, 

the City of Krak6w is willing to use its authority to apply incentives, as appropriate, to 
promote the reduction of pollution from these sources. 

The program is dedicated to the heavily polluted Krak6w area but results are also expected to 
be models for other cities in the region. USAID and USDOE are actively pursuing the 
extension of Krak6w ventures to other Polish cities. 

USAID and USDOE worked with Polish officials to establish an eight-member Bilateral 
Steering Committee (BSC) to plan and oversee the program. In 1991, U.S. and Polish 
officials signed a Memorandum of Understanding formally initiating and directing the Krak6w 
Clean Fossil Fuels and Energy Efficiency Program. The BSC considered a range of options 
for controlling pollution and grouped those of most interest into five "Subprojects": 

Energy Conservation and Extension of the District Heating System - Building energy 
conservation measures would reduce the load and emissions from boiler houses or 
mak more heat available for expansion of the district heating system. Extension of 
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the district heating system would result in the elimination of local boiler houses in 
favor of heat supplied by more efficient, less polluting cogeneration plants. 

Replacement of Hand-Fired Boilers with Natural Gas-Fired Boilers - The feasibility of 
such replacements is limited to areas of the city where natural gas is available and the 
infrastructure is sufficient to handle the additional load. This is presently the case in 
the center city Old Town area, where low emission sources, boilers and home stoves, 
are concentrated. 

Conversion of Home Stoves to Electric Heating - A fairly common practice in the city, 
this involves the installation of electric resistance heating elements in the combustion 
chamber of an existing tile stove. This is a permanent conversion requiring extensive 
rewiring of apartment buildings and the use of favorable off-peak electric rates. 
During the off-peak hours the massive stoves are heated electric;Aly and this stored 
heat is then used during the day time to warm the flat. Conversions of this type are 
most attractive in areas of the city which have excess electric power distribution 

capacity. 

Modernization of the Stoker-Fired Boiler Houses - Many of the stoker-fired boiler 
houses are relatively new and/or are far from the existing district heating system lines. 
These boilers houses will not be eliminated and there are numerous alternatives to 
increase their efficiency and reduce their emissions. One option is to totally renovate 
the boiler houses, installing new boilers. Other, less costly, approaches include simple 
improvements in physical conditions, the addition of economizers, improvements in 
the pollution control devices, use of better fuels, and the addition of instrumentation 
and automatic controls. 

Reduction of Emissions from Coal-Fired Home Stoves - Due to the historical 
significance, low operating cost, and esthetics of the tile home stoves, it is likely that 
they will continue to be widely used. It has been estimated that there are 7 million 
stoves of this type throughout Poland. Emission reductions from home stoves are 
possible through proper operation of these stoves and the use of smokeless fuels, such 
as certain briquettes. 

In addition to the five subprojects the BSC identified three phases for the execution of the 
program. Phase I was to gather more information on emissions and costs, to evaluate 
technically successful options, to evaluate the economic attractiveness of options, to identify 
impediments to implementation of alternatives, and also to identify specific incentives and 
actions which the City could use to overcome these impediments. Phase I included home 
stove testing in a laboratory established in Krak6w, field testing of hand-fired and stoker
fired boilers, an energy conservation demonstration, numerous engineering studies to develop 
option costs, public opinion studies, studies of air quality impacts of selected options, and the 
legal and financial studies to develop incentive options. Phase 2 was to inform Polish and 
U.S. companies of the Program, available results of Phase 1, and the opportunities available 
in Phase 3. Phase 3 was to solicit U.S. firms for participation in cost-shared projects to 



demonstrate and market energy efficiency and clean fossil fuel technologies in the Krak6w 
area to alleviate the air pollution problems caused by the low emission sources.. 

Presently, planned work in Phase I is nearly complete and a report summarizing all results is 
being prepared jointly by U.S. and Polish participants. Phase II is completed and eight U.S. 
companies have been selected to receive cost share funding for their Phase III work. These 
U.S. companies are now actively working in Krak6w. An excellent summary of much of 
the Phase I work as well as of the details of the eight Phase III projects is available in the 
Proceedings of a conference on the Low Emission Sources, held in Plzefi, Czech Republic in 
April of 1994. The remainder of this paper will be dedicated to discussions of the approach 
used in the Krak6w project to compare options, the options which appear to be most 
attractive, and the issues which are arising in the development of incentives and option 
implementation. 

In initially comparing options the BSC developed a computer spreadsheet model which 
accounted for the existing sources in various categories (e.g., home stoves, boilers by size or 
fuel, etc.) and tallied the air pollutants, as well as the estimated capital, operating, and 
maintenance costs associated with each category. As part of the analysis of the Phase I 
results, the data in the model is being improved and updated. The approach taken in the 
model is very simple - options are compared on the basis of a "User Combined Cost" per ton 
of emissions reduction. The User Combined Cost is the change in annual operating cost plus 
the annualized investment cost associated with a particular option. For the emissions 
reduction both individual pollutants are considered along with combined emissions which 
weigh different pollutants based on some measure of their relative environmental damage. 
Most commonly used now is Equivalent Emission, in tons, which is: 

Ee = particulates • 2.9 + CO • 0.5 + NO, • 2.9 + SO, I 

This spreadsheet model provides a rough comparison of options. Some options when 
evaluated using the spreadsheet are relatively close in terms of cost per ton of emission 
reduction. In such cases the method is not used to draw firm conclusions. In other cases, 
however, differences are large and the spreadsheet can be very useful in identifying 
interesting approaches. In one evaluation of options for the home stoves, for example, 
conversion to electric heating was found to have a User Combined Cost of almost $1000 per 
ton of equivalent emission reduced while conversion to smokeless briquettes had a cost of 
less than $100 per ton of equivalent emission reduced. 

As part of the Phase I work types and levels of financial incentives which the city might 
offer for selected options were developed. Detailed investment analyses were done, on a 
site-specific basis, using different assumptions about energy price projections and discount 
rates. In one case, energy prices were assumed to escalate from their current levels based 
upon recent trends and expectations about how fast they will approach free market levels. 
While such an approach may be useful in evaluating an investment made in the present it 
can lead to errors if the results are used to guide longer-term policy decisions. For this 
reason analyses were also done using the assumption that average Western European prices 
are in place now in Poland and that these prices will escalate in step with world trends. 



These prices would better reflect the relationships among energy prices expected for the 

longer term. 

In one study analyses were done of incentives to promote the conversion 	of hand-fired boilers 
In this area 33 boilerwhich use coal or coke and are located in the city center to natural gas. 

houses are considered to be candidates for conversion and 10 representative sites were 

selected for detailed analysis. In all cases conversion to gas is not a economically 
a wide range of options were considered for conversion incentives.justifiable investment and 

These include: 

Mandated Conversions without direct assistance from the city - The City of Krak6w 

has several mechanisms it could use to effectively force conversion to gas. It might 

be assumed, in this case, that the conversion costs would be recovered through 

increased heat charges to customers. Traditionally, however, prices which have been 

charged for heat have been regulated. In cases where there is a possibility to recover 

the conversion costs through rent increases it is not considered an acceptable solution. 

Residents are already being pressed by deregulation of rents and additional increases, 
would meet with great resistance. Theeffectively forced by the City Council, 


situation is made difficult by unresolved ownership issues in some cases.
 

Capital Cost Subsidy - Overall the lowest cost would result from direct assistance for
 

the conversion and the National, Voivodship, and City (Gmina) Environmental Funds
 

could be used for this purpose. Demands on these funds are great, however, and
 

these is some uncertainty about which level accepts responsibility for such projects.
 

Annual Subsidy - The city has a wide range of options for annual subsidies including
 

low interest loans, tax relief, relief from environmental fees, and direct heat price
 

subsidies.
 

The financial position of the City at present is difficult and for this reason there is reluctance 

to provide direct financial support for any investment projects or tax exemptions. Any new 

taxes which might be levied for the purpose of supporting environmental projects would 

require approval in a local referendum. In a public opinion survey conducted as part of Phase 

I of this project only 54% of Krak6w residents expressed a willingness to pay more taxes (or 

a special tax) to cover environmental projects. 

In comparing the results of analyses done with the present energy price structure and the price 

structure based on open market estimates, it is clear that as Poland continues its transition to 

free prices, the level of subsidies required for projects of this type increase. 

For some other technical options the economics are much more attractive. A good example 

of this is upgrading operations at the stoker-fired boiler houses. Here, through a combination 

of improved fuels (washed and graded coal), and automatic controls to give improved 

operating efficiency, emissions reductions will occur with net cost savings to the boiler house 

owners. Three of the eight U.S. companies involved in Phase III of this program have
 

directed their efforts at this attractive opportunity. Results of the Phase I testing program
 



have enabled these companies to quantify the potential economic advantages. It is interesting 
to note that these measures are attractive simply because they will result in reduced fuel costs; 
the economic benefit to the boiler operators of the resulting reduction in air pollution 
emissions is insignificant. 

Another option which could be interesting for the boiler houses is improved particulate 
collectors and one U.S. company is actively developing a market in this area as part of Phase 
III. However, the air pollution emission limits which are now in place and also those which 
will become effective in 1998 are not strong enough to force owners of stoker-fired boilers to 
use controls other than simple, low efficiency cyclone dust collectors. The current 
environmental fees for pollutant emissions are similarly not high enough to induce boiler 
house owners to improve current pollution control practices. Local officials can impose 
tigher limits but this is done only in isolated cases. 

The home stoves in Krak6w are especially important because they are the largest source of 
particulates in the center of the city (among the low emission sources). In the conversion to 
electric heating the construction of local transformer stations is required. The Power Plant -
Krak6w SA and the local distribution company are not interested in making this investment 
because electric tariffs are not high enough to justify it . The formation of resident 
committees is being considered to seek subsidies for the design and construction of these 
transformer stations. In the public opinion survey conducted as part of the Phase I work, 70% 
of the residents who currently have coal stoves said that a lack of funds is the main barrier to 
switching to a cleaner heating system. 

Another option which appears more attractive for the home stoves, at least as an interim 
solution, is the use of smokeless fuels. During the Phase I testing program one type of 
smokeless briquette was shown to yield very dramatic reductions in emissions -particulates 
are reduced by a factor of 10. Using the coal stove test lab placed in Krak6w as part of this 
project, the operating characteristics of the stoves could be understood and methods of 
optimizing stove performance with conventional and improved fuels were developed. One of 
the U.S. companies involved in Phase III is developing a low cost "environmental" briquette 
for the Krak6r market. Measurement capabilities developed in Krak6w under Phase I are 
assisting this effort. 

There are many questions about how the City should promote the use of such better home 
stove fuels in Krak6w. It has been proposed that the city act as a central purchasing 
organization for briquettes and then distribute the fuel to the City's existing fuel merchants. 
It is not clear if under such a plan the city would purchase fuel from only one supplier. 
While it might be necessary for the City to enter into a long term purchase agreement with 

one supplier to essertially put that supplier into business, such an arrangement would go 
against free market principles and may lead to distorted prices. As an alternative the City 
could simply mandate the sale of environmental briquettes everywhere or establish smokeless 
zones. There is an increasing availability of briquettes on the Polish market now with a very 
wide range of quality. If the city chooses to allow an open market for this fuel it will be 
necessary to establish performance specifications, presumably based on combustion testing. 
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The stove testing laboratory established in Krak6w as part of this project will be valuable in 
establishing such standards. 

Another very valuable part of Phase I work is in building energy conservation. In a series of 

demonstrations of retrofit building energy efficiency measures, local Polish technicians 
applied building envelope improvements and heating system controls to over 250 living units, 
as well as to selected school rooms. These improvements, using Polish and American 

use. Effectivematerials, resulted in savings of over 20% of building space heating energy 

low -ost conservation measures identified by the Polish-American teams yielded simple
 

payback of the capital costs in two to five years (depending upon the building and fuel type,
 
and the measures tried).
 

The demonstration of such significant savings has motivated the National and City
 

governments, as well as the district heat utility, to work to revise the structure of heat tariffs
 

and subsidies, to encourage conservation by ensuring that those who implement the efficiency
 

measures will pocket the savings. A shift in one year's subsidy payments, from direct
 

payments for heat to assistance with energy conservation measures, can eliminate the need for
 

subsidies in ensuing years.
 

These conservation measures, if implemented City-wide, could allow the district heat utility's
 
existing central combined heat and power plants to serve all customers presently connected to
 

local boilers, without requiring construction of any new generating capacity. For those
 

buildings where it is not feasible to connect to the central district heat network, conservation
 
measures applied to gas-and electric heated residences can reduce the costs of heating with
 

these less polluting fuels, thus making conversions from coal more feasible. Building
 

envelope efficiency measures can reduce the amount of coal burned by coal stoves or local
 

boilers, thus reducing emissions. 

The economics of the demonstrated efficiency measures were compelling enough that the 
Polish technicians have trained others, and formed an organization which has insulated and 
weatherized many other buildings - apartments, single family dwellings, older brick and 
masonry buildings in the Old Town, schools, office buildings, and a hospital - on a 

commercial basis, without additional American financial assistance. The Polish technicians 
formed a building energy service company, which has supported itself and grown over the last 
two years. Jobs in other cities, as well as Krak6w , have proven that the methods and 
materials identified in Phase I of the Krak6w project are also applicable throughout Poland. 

The eight companies currently developing joint ventures in Krak6w will receive 50% cost 
sharing under this program through 1996 (in a few cases longer). By this time, it is expected 
that the teams will have established their technologies in the Krak6w market and will begin 
branching out into other ares of Poland. In parallel with their efforts participants in Phase I 
are involved with selected extension activities which are designed to support the Phase 11 
joint ventures specifically and the elimination of the low sources generally. These activities 
include: 
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A conference in Low Emission Sources to be held in Krak6w in October, 1995.
 
Future direction for Krak6w and relevance of the Krak6w results for other Polish cities
 
are primary topics.
 

The development of an overall city plan for the Low Emission Sources in Krak6w
 
including a schedule for investment requirements.
 

The formation of a utility committee in Krak6w to address institutional and economic
 
issues which affect options for pollution reduction. This group will, of curse,
 
primarily address those options which relate to utilities - district heat expansion, utility
 
source control, distribution system upgrade, etc. This program will primarily provide
 
assistance to this group in technical, legal and financial areas.
 

The development of pilot project for Phase II ventures. This Program will assist by
 
identifying candidate project sites, performing engineering design studies, developing
 
project financing, and providing legal support as required. These pilot projects will
 
be developed in cooperation with the utility committee. The spreadsheet model will
 
be used to help identify those projects which wili be developed under this task.
 

Phase I participants will work with other Polish cities to disseminate the Project results
 
and demonstrate the use of the spreadsheet to compare options for addressing pollution
 
sources in those cities.
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ENI environment activities in Zlatna, Romania:
 
Evolution of an opportunity
 

History 

mid-1993: initial contact between Ministry of Industry and ENI/EEUD/NR to 
address environmental problems in the copper smelting town of Ziatna. 

October 11-15, 1993: WEC team conducted an assessment in Ziatna of 1) 
community health risks, 2) occupational health and safety conditions, and 3) 
smelter performance and options for reducing pollution emissions. In addition, the 
WEC team examined the environmental problems connected with the mines 
associated with the smelter. 

June, 1994: initial meetings of Environmental Health Project (EHP) with Romanian 
stakeholders to determine priorities as well as roles/responsibilities 

September, 1994 (and ongoing): startup of EHP field activities 

Accomplishments to date 

1) Major health risks have been identified. 
high children's blood lead levels in the community
 
poor worker health and safety conditions at the plant
 
poor ambient air quality
 

2) Action plans for addressing these risks have been developed. 
short-term (1 year) 
within the total budget for this activity ($680K) 
formulated in conjunction with Romanian counterparts at both senior and 

Implementing levels of authority 

3) Equipment and training activities hava been prioritized and delivery has begun. 
Romanian counterparts are reassured that USAID is serious about a 

meaningful and lasting contribution to improving conditions in Zlatna. 



Lessons learne 

1) Understanding current knowledge, attitudes, and practices is critical for the 

design of Interventions. 
for reducing children's lead exposure, this has lead to an intervention 

design that has focussed on the development of safe play areas 

for the occupational health and safety program, a two-week training program 

will take place in the spring of 1995 and be tied closely to 
equipment provision 

2) Understanding routes of exposure is critical to the design of appropriate 

Interventions 
established that soil and food were the principal routes of exposure for lead 

(not air) 
reductions in air emissions would not be reflected in short-term reductions in 

soil dust concentrations 
interventions focussed on identifying high-risk subpopulations and reducing 

exposure
 

3) Facilitating institutional collaboration, particularly across sectors, is critical to 

success in addressing environmental health problems 
In addition, this is a particularly useful role that USAID can play. 

4) A recent institutional assessment has been extremely valuable. 

sort out roles and responsibilities among Romanian counterparts 

identify the necessary institutional support that will be critical for 
sustainability 

5) The formation of working groups with Romanian counterparts has been critical 

to getting beyond the equipment-focussed perspective, and developing an 

integrated package of training, TA, and equipment. 

[U:\JBORRAZZ\DOCS\EUR\ZLATNA.LL]
 

http:U:\JBORRAZZ\DOCS\EUR\ZLATNA.LL


mm m.
 
ENVIRONMENTAL HEALTH PROJECT 

ZLATNA ACTIVITY PROGRESS REPORT
 

ACT 037 RC: Reduction of Blood Lead Levels in Children
 
ACT 038 RC: Air Quality Monitoring and Control
 
ACT 039 RC: Worker Health and Safety Program
 

November 29, 1994
 

Report Prepared by:
 
Pat Bilig
 

Team Leader
 



The Environmental Health Project 

ZLATNA ACTIVITY PROGRESS REPORT
 
October 10-November 4, 1994
 

INTRODUCTION
 

Environmental Health Project (EHP) involvement in the Zlatna Activity began in June of 1994 

when two EHP consultants and one USAID advisor spent one week visiting officials in 

Bucharest, Alba lulia and Zlatna. The purpose of that visit was to discuss the findings of the 

previous WEC report and to seek concurrence from Romanian counterparts regarding EHP 

activities that would be responsive to the concerns identified in the WEC report. Because the 

distribution of the WEC report had been extremely limited, the team spent considerable time 

explaining the nature and results of the report as well as seeking concurrence regarding 

appropriate EHP activities. Equipment was clearly the focal point of the project for the 

Romanians and was a major topic of discussion. 

The major health concerns identified in the WEC report included high blood lead levels of 

children in Zlatna (20-65 ug/dL), poor worker health and safety conditions at the copper smelter 

and a need for more adequate monitoring of ambient air quality. Other concerns were identified, 

such as acid mine drainage into surface water in the surrounding mining areas, but the immediate 

health concerns in Zlatna were considered to be the most appropriate EHP focus for this year. 

The October/November 1994 trip included major start up activities for each of the identified 

areas of concern, as detailed in the following section of this report. Because the WEC report and 

the June 1994 trip focused on a technical assessment of environmental health issues in Zlatna 

with relatively few and mostly higher level Romanians involved in the discussions, an associated 

institutional assessment was also included in the October/November 1994 activities. This 
First, it allowed EHP teaminstitutional assessment was extremely valuable for two reasons. 


members to identify and begin to work with their actual counterparts and second, it allowed us to
 

identify and acquire the necessary institutional support for EHP activities that will be crucial in
 

achieving sustainability for programs begun as part of this project.
 

The rest of this report includes brief summaries of the major accomplishments and future action
 

plans for each activity, lessons learned thus far, and potential follow-up activities for Zlatna.
 

MAJOR ACCOMPLISHMENTS/FUTURE ACTION PLANS 

The three major activities for the Zlatna Activity are reduction of lead exposure in young 

children (1-6 years), improvement of worker health and safety, and air monitoring and emissions 

control. Major accomplishments occurred during this trip in the areas of protocol, technical 

scoping and implementation, and institutional assessment and buy-in for each of the three major 

activities. 
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Protocol accomplishments include improved relationships with the Prefect for Alba Judet (the 
county in which Zlatna is located), the Mayor of Zlatna, the Ampellum plant manager, and the 

Director of the hospital in Ziatna, despite some initial conflict and frustration on their part that 
we did not arrive with all the equipment. Several formal as well as informal meetings with these 
key officials appeared to reassure them that we were serious about making a meaningful and 

lasting contribution to improving conditions in Zlatna and to resolve some misunderstandings 
about the need to clarify equipment specifications and limitations on how quickly we could 
supply the needed equipment. 

During this four week trip, ten EHP staff worked for varying lengths of time, primarily with 

Romanian counterparts in Alba Iulia and Zlatna. A list of these staff and their specialties is 

provided in Attachment 1. Attachment 2 provides summary reports for each activity including 
action plans for future activities. A brief summary of accomplishments and future action plans 

for each activity follows: 

Reduction of Lead Exposure to Young Children 

Major Accomplishments 

1. Delivery of an Atomic Absorption Spectrophotometer (AAS) with a graphite furnace and 

autoanalyzer to the Center for Medical Research in Cluj for use in analyzing large numbers of 

child blood lead samples from Copsca Mica and Baia Mare as well as from Zlatna with the low 

detection limit required for child blood lead evaluations. 

2. Agreement from the Director of the Center in Cluj to ship their existing AAS to the 

Sanitary Police in Alba Julia for use in the worker health and safety program to screen worker 
blood lead samples, where a higher detection limit is acceptable, and analyze work place monitor 
samples for lead. 

3. Collection and analysis of approximately 200 soil and 200 house dust samples for lead to 

better understand the contribution of these exposure media (vegetation, tap water, and air data 
already exists). 

4. Completion of a social marketing research training program and conduct of research 

regarding the current knowledge, attitudes and practices of young children and their care givers 
regarding exposure of young children to lead in their environment. 

5. Provision of a two hour technical seminar for medical staff at the Zlatna hospital on the 
health effects of lead exposure in young children. 

6. Development of a Romanian social marketing team to design and implement a lead 
awareness program in Zlatna. 
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7. Establishment of a Ziatna-based lead awareness program coordination team and conduct 
of first team meeting. 
Future Activities 

1. Monthly meetings of the Zlatna-based lead awareness program coordination team
 
facilitated initially by the EHP Romanian coordinator.
 

2. Collection of approximately 300 child blood lead samples during the first two weeks of
 
December 1994.
 

3. Prepare draft counseling materials and train home visit nurses in counseling techniques to 
accompany delivery of blood lead sampling results to individual families in January 1995. 

4. Analysis and evaluation of blood sampling results, in conjunction with environmental 
sampling results, by early January 1995. 

5. Review and finalize counseling approach with Zlatna Coordination Team. 

6. Develop community-based lead awareness and health education program with special 
emphasis on the development of safe play areas for young children. It is currently anticipated 
that this will be a joint effort between Ampellum, the community, and the U.S. Peace Corps, with 
facilitation provided by the EHP. A tentative goal is to either complete or begin development of 
at least one safe play area by April 22 (Earth Day) 1995. 

7. Launch community-wide lead awareness/health education program in February 1995. 

Improvement of Worker Health and Safety 

Major Accomplishments 

1. Establishment of a seven member working group for improvement of worker health and 
safety with representatives from Ampellum, the Sanitary Police in Alba lulia, medical staff in the 
plant and in the Zlatna hospital, the Department of Worker Protection within the Ministry of 
Health, and the Center for Medical Research in Cluj. 

2. Identification of major health issues at the plant. 

3. Development of a prioritized list of equipment and training needs to address the identified 
health problems at the plant. 

4. Interviews with several workers regarding their knowledge, attitudes and practices 
regarding health and safety issues at the plant. 
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Future Activities 

1. Monthly working group meetings facilitated initially by Romanian EHP coordinator. 

2. Collaboration between the working group and the EHP on the design and implementation 
of a worker health and safety training program for two weeks in March or April of 1995. 

3. A plant tour by the working group to identify hazardous areas at the plant requiring 
special attention during the training program. 

4. Equipment procurement and delivery to coincide with training program. 

Air Monitoring and Emissions Control 

Major Accomplishments 

1. Conducted a pollution prevention audit of the Ampellum plant and identified emission 
reduction opportunities. 

2. Conducted a three day air quality management and air monitoring training program for 
local EPA staff, Ampellun staff, the Ministry of Environment Air Quality Specialist from 
Bucharest, a representative from the Prefect's office in Alba, and industry and EPA 
representatives from another county. 

3. Developed and prioritized a more detailed air monitoring equipment list in conjunction 
with the local EPA Director. 

4. Established an air quality working group to oversee development of an air quality 
monitoring program and ensure that adequate program and preparatory logistical needs are in 
place prior to installation of air monitoring equipment. In addition, this group will review and 
oversee how the air monitoring data is used and communicated to the public. 

5. Met with teachers at the Zlatna high school regarding student participation in air 
monitoring activities, including the potential location of an air monitoring station at the school, 
and received a very enthusiastic response. 

Future Activities 

1. Monthly meetings of the air quality working group facilitated initially by the EHP 
Romanian coordinator. Monitor programmatic and logistical readiness to begin using new 
equipment. 

2. Procure and deliver air monitoring equipment by March or April of 1995, if local EPA is 
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deemed ready to install and use equipment. 

3. Provide additional operations and maintenance training in conjunction with equipment 
delivery. 

4. 	 Procure and deliver emissions monitoring equipment by March 1995. 

5. Develop a proposal for the Environmental Action Program (EAP) regarding emission 
control options (see follow up activities at the end of this report). 

LESSONS LEARNED TO DATE 

1. 	 The Need for Institutional Assessments 

Given USAID's institution building and sustainability goals, it is very clear that small, "first 

contact" teams, such as the initial WEC team, need to be given the direction to do an institutional 

assessment as wcll as a technical assessment. As discussed previously, it is the institutional 

assessment that facilitates identification of actual in-country counterparts and identification and 

acquisition of the necessary institutional support for USAID-sponsored activities. 

2. Methods for Incorporating Training and Information Needs, Given the 

Equipment-Focused Perspective of Many Officials 

The identification of actual working in-country counterparts, in addition to higher level officials, 
and the development of working groups for each activity have been extremely important in 

identifying training and information needs in collaboration with Romanian counterparts. 

3. 	 The Need to Empower Individuals 

In-country counterparts, especially "natural" leaders, need special attention to develop a range of 

problem solving skills. Despite the fact that most of our counterparts are highly knowledgeable 
and very well educated, their feeling of powerlessness to change an,,thing is quite evident. 

Needed skills include identification of stakeholders, communications skills, meeting facilitation, 
and action plan development and implementation. 

Solve4. 	 The Need to Teach Methods for Facilitating Institutional Collaboration to 
Environmental Health Problems 

The teaching of methods for facilitating institutional collaboration to solve environmental health 

problems follows logically after individuals within institutions begin to acquire and feel 

comfortable with problem solving skills and techniques. 
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Case Study 

Danube Water and Wastewater Lessons 

Introduction: 

Since 1991, the ENI Bureau has provided technical assistance, training, and equipment to 
Bulgaria, Hungary, Romania and Slovakia as part of the Agency's contribution to the 
Environment Programfor the Danube River Basin, a multilateral initiative to protect Central and 
Eastern Europe's largest watershed. USAID implemented its $3.75 million contribution to the 
Danube program in three phases through the WASH Project. Start up activities focused on 
conducting broad environment and institutional studies to identify priority pollution activities. 
These general activities were followed in 1992-93 with detailed pre-feasibility studies for 
potential projects in individual tributary basins. In 1993-94 the project began providing technical 
assistance in targeted theme areas. 

During these three years WASH and the new Environmental Health Project (EHP) has 
provided over thirty consultants with various disciplines in more than twenty-five Activities. 
The following are some of the major lessons learned from our work in the Danube Basin that we 
believe have direct applicability in the NIS region. 

1) Establishing Priorities 

Need for Countries to Set Clear Priorities: There are a wide array of serious 
environment and human health problems in Central and Eastern Europe and the New 
Independent States, and relatively meager resources of host countries and the donor 
community to apply to the problems. In light of this fact, there is a pressing need for 
these countries to establish clear priorities based on sound scientific and economic 
principles and for donor assistance to be based on these priorities. The Environmental 
Action Programme adopted in Lucerne clearly places human health impacts caused by 
environmental pollution as the highest priority. 

* 	 Ability to Identify Priorities: Problems with available data notwithstanding, it is still 
generally possible to ascertain the principal pollution problems in a region and the most 
likely candidate sources of environmental and human health impacts. This is due to the 
fairly egiegious nature of many of the problems and the ability to view a problem in light 
of a number of other sources of information -- in addition to water quality data (e.g., 
operating histories of manufacturing facilities and municipal wastewater treatment plants, 
epidemiological information, etc.) 
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2) Policy 

0 	 Need for Revised Statutes, Regulation, and Policies: Existing laws, regulations and 

policies are often out of date. However, those engaged in revising them have been 
frustrated by inertia and lack of political will for putting in place the requisite changes. 

Interim strategies for environmental improvements within the existing frameworks are 
needed, while awaiting the necessary long-term legal, regulatory, and policy changes. 

0 	 Need for Revised Approaches for Compliance with Environmental Standards: In 

some cases, environmental legislation actually is a good deal more stringent than 

comparable provisions in the west. However, they tend to be paper requirements only 
and exceptions are granted to facilities that cannot meet the requirements or pay the 

accompanying fines. What is needed is a rational, step-wise approach for coming into 

complianr with appropriate environmental standards including realistic environmental 

schedules ,Lh interim targets and dates. Often the most significant environmental 

changes can be brought about through policy changes originated in non-environmental 

ministries; i.e., finance. 

* 	 Information and Policy: The countries of eastern Europe have been collecting water 

quality related data for quite some time, but their governments have not used the 
information in formulating related policies. However, recent dramatic changes in these 

countries have placed new demands on the data; consequently, these statistics are now 
forming a necessary component of important decision-making processes concerning 
water and wastewater investments. Country officials also are recognizing that they will 

need to use new and different types of data not previously collected, especially data 

regarding regulations and costs. To address these concerns, a computer-based water 

emissions management system, Danube Emissions Management Decision Support 
System (DEMDESS) has proven useful and should also be useful in the NIS region. 

3) Investments/Finance 

0 	 Investments in Environmental InfrastructureProjects: One of the greatest 
frustratinrsof those engaged in attempting to develop investment projects in 

environmental infrastructure has been the difficulty in locating truly "bankable" projects. 

Since donor organizations and countries tpically have only minimal grant funds 
available, major improvements in environmental infrastructure will require loans. 

Although abundant loan funds exist (World Bank, European Bank, etc.), local revenue 

streams necessary for repaying often do not exist and, in many cases, legislative or 

regulatory changes are needed to allow locally-geierated environmental fees and fines to 
remain at the local level. 

• 	 Need for Creative Approaches to Investments in Environmental Infrastructure 
Projects: There is an increasing need for creative ways to develop investment projects 
such as bringing together several different types of funding sources (various grants, loans, 
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etc.). Host country revolving loan fund-type mechanisms offer particular promise (e.g., 
Poland, Slovakia). Scaling back tie size of projects and funding projects in multiple 
stages 	should also be explored (e.g., primary wastewater treatment facilities as a first 
stage, rather than an all-or-nothing approach to wastewater treatment plant construction). 

4) Institutional 

0 	 A decentralized sector is more effective than a centralized one. Real progress in the 
provision of water and wastewater service will not occur until countries institute a 
decentralized system under municipal control. Successful decentralization requires 
redefining central government functions which usually include policy setting, sector 
planning, financing, monitoring, enforcing environmental regulations, research and 
development, and specialized training that must still be accounted for. 

0 	 Commercial investments are more likely if water and wastewater systems are under 
municipal control. Without changes in tariff policy water utilities will never be 
financially self-sufficient and be able to address some of the gaps in infrastructure 
investment'that have built up. Overcoming these constraints is very difficult because of 
the economic situation in most countries in the region and the resistance by those 
currently in control to change. Working on site-specific problems will bring some short
term benefits, but major progress will only come when these overall constraints are 
effectively addressed. 

0 	 Institutional factors are the real impediment to progress on large projects. The 
inseparability of the three basic elements of development (1) policy, (2) finance, and (3) 
technology was demonstrated whenever we tried to identify a feasible project or move on 
toward implementation. Projects of large size can require a long time before national 
policies on many issues are clarified and related regulations are passed to pave the way 
for financing of technology. This in turn puts environmental improvements on hold as 
most of the environmental improvements have to be done as a part of industrial process 
improvements which require substantial financing. 

0 	 The Need for Institutional Assessments. Given USAID's institution building and 
sustainability goals, it is very clear that small, "first contact" teams need to be given the 
direction to do an institutional assessment as well as a technical assessment. It is the 
institutional assessment that facilitates identification of actual in-country counterparts and 
identification and acquisition of the necessary institutional support for USAID-sponsored 
activities. 

5) Techaical 

* 	 Water Waste: In the Danubian countries in the past, the interrelationships between 
wastewater and municipal water supply have been generally ignored. Both systems were 
formerly designed to accommodate very high per capita demands, often on the order of 
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350 to 700 L per capita per day. In combination with low user prices and lack of 
household water meters, this has resulted in siignificant waste of water from leaking water 
taps and toilet tanks. Leakage in water distribution systems also is high, and may be 
contributing to infiltration into sewers. Where water meters are available, they are 
unreliable and are provided for blocks of apartment buildings rather than for individual 
apartments, which inhibits water ,onservation sought by raising water prices. 

* 	 Sludge treatment and sludge disposal: In most wastewater treatment plants, sludge 
treatment and sludge disposal are major problems. In paitially built plants, the sludge 
facilities are the last components to be built, and reliance is placed on sludge drying beds 
that do not function well in cold, wet climates. Agricultural reuse of sludge is often 
precluded by high levels of heavy metals caused by inadequate industrial pretreatment. 
Sludge generally is disposed of in municipal dumps or landfills, without isolation or 
control over leachate. Recovery of heavy metals from industrial sludge is generally not 
attempted. 

Control over industrial pretreatment: Monitoring and control of industrial emissions 
to municipal sewer systems are generally weak, and fines on industries for exceeding 
allowable limits on pollutants are generally not imposed due to poor economic 
conditions. Additionally, the agencies that operate the municipal plants usually lack 
necessary laboratory and technical resources, and the environmental inspectorates are 
more concerned with direct ind.,istrial discharges to rivers than with indirect discharges. 
Exacerbating the problem are older industrial plants, which spill chemicals from liquid 
wastes they store on-site. 

6) Other - Lessuq:s 

* 	 Value of Tangible Outputs: Tangible results from the implementation of water quality 
programs -- even if modest and limited -- are often instrumental in garnering the host 
country support necessary for related, less tangible projects and initiatives (e.g., provision 
of laboratory equipment along with assessment and recommendations related to operation 
and maintenance of a wastewater treatment plant). 

* 	 Demonstration Projects are much more than simple procurement projects. They can 
become a "testbed" to implement and demonstrate various institutional a'-d regulatory 
changes. The first competitive tendering for WWTP improvements in Veliko Tamovo, 
Bulgaria was a new educational and gratifying experience for staff at MOE because it 
raised many questions about how to do competitive procurement. 

* 	 Partnerships and Technical Exchanges: Up-to-date information on the latest technical 
approaches used in particular disciplines is often lacking. Thus, programs that foster 
technical exchanges both within the region and between the region and the west are 
needed and welcome. For example, municipal wastewater treatment facility operators 
have, up until recently, not been a well regarded profession (we were told in one country 

.I\!
 



5 

that is was, at one time, considered punishment for individuals who ran afoul of the 
authorities). Thus, there is a real need for bolstering the capability of such individuals, 
creating the possibility for technical exchanges, and helping Senior managers (city 
mayors, etc.) understand the importance of these activities. 

0 	 Working with Other Donors: The Program Coordination Unit (PCU) of the 
Environmental Programme for the Danube River Basin, now based in Vienna, has proven 
to be an effective mechanism for donor coordination, collaboration and information 
sharing. Prior to the establishment of the PCU, donor coordination depended to a large 
degree on the interest, time, and commitment of individuals within agencies. This often 
is not sustainable since individuals are continually changing. 

0 	 Stay Focussed with Limited Resources: River basin clean up in any country or region 
is an enormoas and costly undertaking. For the Danube program it was determined that 
AID would focus on four sub-river basins, one sub-basin in each of four countries. 
Within the four sub-river basins the WASH work was focused on particular, manageable 
activities. This proved to be an effective approach given the modest resources available. 

7) Process of Working in Eastern Europe and NIS 

Capabilities of Host Country Counterparts: Host country counterparts (Ministry of 
the Environment officials, city engineers, industry technical directors, etc.) are often 
highly trained in scientific and engineering disciplines and thus a common basis exists for 
exchange of ideas and approaches. However, current concepts of strategic planning, 
management, risk assessment/management are often not as well understood or accepted. 

* 	 Selection of Host Country Counterparts: One of the more interesting issues is who to 
work with. As USAID consultants our natural tendency is to work with government 
agencies. Yet in some cases, governments may be the obstacle to change and other actors 
such as NGOs and municipalities may be much more receptive to outside assistance. 
Selection of in-country counterparts in a critical issue and may even change during the 
course of an activity. 

* 	 Local Subcontractor's Role: Local subcontractors have played an invaluable role in 
implementation of USAID's water quality programs. From a substantive perspective, 
they -,ffer on-the-ground knowledge of pertinent information that helps frame decisions 
and issues. They often have insightful knowledge about the perspectives and biases of 
local "players" that helps inform the judgments of USAID in project implementation. In 
addition, the value of their logistical support and local languages cannot be 
underes.timated. Cutting through red tape; setting up meetings with key players; and 
obtaining needed data and other information have all comprised meaningful contributions 
of local subcontractors. Finally, local subcontractors are a relative bargain as they are 
typically available at a fraction of the rate the western consultants. 
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Need for Flexibility: As with many of USAID's programs, implementation of water 
quality programs has been fraught with mixed signals from host country counterparts, 
changed priorities, surprising findings (versus what one initially expected) etc. The 
overall lesson of such experience is to build in and expect a fair amount of uncertainty -
even in implementing programs that are fairly well defined. Both contractors and 

USAID technical representatives need to be able to respond rapidly to changing 

conditions. 

Procurement: The procurement of goods generally takes longer than planned due to the 

many factors influencing purchase and delivery, including bids solicitation, procurement 
approval, delivery lead times, customs clearance, etc. The scheduling of training 
associated with the equipment items should be kept flexible to allow for unforeseen 

difficulties with delivery. The use of an in-country representative to facilitate the receipt 

and distribution of goods is highly recommended. 
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I. PROGRAM DESCRIPTION AND RESULTS 

A. Program Genesis 

In 1989. WEC began its involvement in Central and Eastern Europe by assisting U.S. EPA in 

organizing the Regional Environmental Center in Budapest. The following year, WEC and 

USAID entered into 2 five-year cooperative agreement (CA) to provide technical assistance, 

training, and information dissemination services related to urban and industrial pollution control in 

Central and Eastern Europe. Because of early results, the cooperative agreement was extended for 

two additional years. 

The first -year under the CA was spent conducting environmental audits and information gathering. 

In the second year. the environmental audit program was expanded to include workshops on 

industrial audits. 

Following traditional WEC activities, programs were conducted in the urban sector, i.e., municipal 

waste collection and disposal. As USAID refined its program in coordination with other donors, 

WEC was requested to focus its program on the industrial sector. Where possible, WEC worked 

with factories conducting audits to assist the WASH program by identifying low cost measures to 

reduce industrial discharges into tributaries feeding the Danube River. This, in turn, could reduce 

the size of the waste water treatment facilities needed to treat effluents entering the Danube River. 

The third and fourth years were spent on introducing and implementing WEC's Industrial Waste 
our audit programs.Minimization Program (IWMVP) which is a logical next step after 

B. Industrial Waste Minimization Program (IWMP) Objectives 

of the WEC IW MP is to transfer U.S. private sector technology and techniquesThe objective 
through a "hands-on" demonstration project with training and U.S. equipment. This builds in

country capability to independently conduct waste minimization which measurably reduces 
to toxic compounds,pollution, provides economic benefits, reduces worker and citizen exposure 

and conserves natural resources through the use of low-cost and no-cost techniques. 

are invited to participate in theNearby local consulting firms, plant managers, and other companies 

This helps to build in-country capability and broadens the impact of the demonstrationIWMP. 
projects. 

This motivates other industrialWhile in progress, a demonstration project is publicized regionally. 


plants to seek information about waste minimization programs and to seek assistance from U.S.
 

and local consulting firms and local managers which are involved in the projects.
 

Waste minimization demonstrates that a more efficient use of natural resources results when
 

market oriented principles, such as cost-benefit, are applied to pollution problems. Local managers
 

learn how market forces can improve environmental management by reducing pollution, increasing
 

WEC Approach and Lessons Learned in CEE, January 1995: page 1 



economic benefits, and improving worker health and safety. This has the added benefit of 

enhancing the enterprises' attractiveness to private investment. 

The waste minimization projects also provides local enterprises with techniques to better define 

past environmental liabilities and to comply with environmental requirements needed for 

privatization. 

For U.S. consultwnts and pollution equipment manufacturers, this program provides an opportunity 

to demonstrate that their services and products can increase private investment by U.S. companies. 

The WEC Industrial Waste Minimization Program consists of three phases: 

1) Waste Minimization Demonstration Project (WMDP) 

2) 
3) 

Waste Minimization Impact Project (WMIP) 
Formation of Pollution Prevention Centers (PPC) 

1. Waste Minimization Demonstration Projects 

The following steps comprise the Waste Minimization Demonstration Project (WMDP): 

a. A reconnaissance visit is made to the plant by a WEC team consisting of WEC staff, a 

process specialist, and consulting engineers. During the trip, processes are selected jointly with 

plant managers. Based on the consulting engineer's and process specialist's experience, an 

estimate is made of potential economic savings and pollution reduction which should be real-zed 

by the implementation of the recommendations. During this visit, organization, logistics, and a 

time schedule of the project is established. The type of necessary monitoring equipment to be 

supplied by WEC also is identified. 

b. A Waste Minimization Management Committee is formed consisting of managers from 

operations, maintenance, environmental, and other key plant departments. The objectives of this 

group are to ensure that the appropriate resources are committed to the project within the 

enterprise and to supervise the waste minimization project. 

c. Following review and evaluation of the data collected by the WEC team and after 

supplying the monitoring equipment, a team consisting of WEC staff and the consultant travel to 

the plant to start the project. The WEC team conducts an orientation meeting for the Waste 

Minimization Management Committee and gives a demonstration on the use of the equipment and 

discusses the objectives of the program and the necessary steps for its implementation. 

A Memorandum of Understanding is prepared incorporating the objectives, procedures to be 

followed, and structure of the project. A commitment to subsequently continue waste 

minimization projects on their own is signed at the commencement of the project by the General 

Director of the company and a Senior Vice-President and the Chief Operating Officer of WEC. 
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The consultant develops and conducts an initial "hands-on" training session in waste 
to work on theminimization and operating the monitoring equipment for plant staff assigned 

consultant works with the plant waste minimization team to review theproject. In addition, the 
use of the information in their overall waste minimization program, helps log results, and is 

available for advice. 

d. While plant personnel continue the work, the consultant and WEC 	staff monitor and 

provide 	consultations during the project. The WEC team makes several trips during the corirse of 
may arise. Thethe project on an "'on-call" basis to assist in resolution of problems which 

interim field reports and a final report. The consultant also is available toconsultant will prepare 
make emergency trips, if necessary. On the consultant's final visit, prior to project close-out, 

feedback on the overall program and make any adjustments tlat may behe/she will receive 
required. 

e. 	 WEC staff, the consultant, and a representatives from USAID participate in a meeting at the 
as afor media coverage of the close out ceremonyconclusion of the project. WEC arranges 


means to drav attention to the success of a waste minimization project.
 

Following USAID procedures, ownership of the WEC-supplied equipment can be 

transferred to the participating company at the conclusion of the cooperative agreement. As agreed 

to in the Memorandum of Understanding, the company begins implementing waste minimization 

programs as an integral part of its operations. 

A table of pollution reduction examples from the WMDP follows on the next page. 

2. Waste Minimization Impact Program 

Using the results from the WMDP, other major companies are contacted and persuaded to become 
no equipment orparticipants in a follow-up waste minimization impact program. However, 


consultants from the U.S. are provided to these companius. Rather, company personnel are trained
 
in practicesto implement waste minimization using a systematic approach consisting of changes 

and procedures followed by implementation of small waste minimization projects that do not 
each andrequire capital investments. These small projects may produce savings of only $1,000 

result in a small reduction of pollution; however, there are hundreds, maybe thousands, of such 

projects in factories and most can be done within 90 days. 

This is the hardest part of the program since management and workers are asked to change how 

they operate the factory. It may require several years before waste minimization is fully 

in a company; however, this approach results in a faster start in implementing wasteimplemented 
a facility and should help entrench the program into day-to-dayminimization throughout 

can now be seen.operations. Positive results from this approach 
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Table 1. Waste Minimization Demonstration Projects 
Pollution Reduction Examples, based on 1993 results 

Country TNpe of Equipment Provided. WEC Waste Reduced First Year 
Facility Source Reduction Activity Investment Savings: 

(USD) I/ (USD) 

Rulgaria oil refinery, organic vapor analyzer to $30.000 VOCs: 	 $570.000 
petrochemical 	 detcct and control equipment 1,800 tons/yr 

leaks of fugitive VOC 
emissions and a formal Leak 
Detection & Repair Program to 
correct leaks 

rayon fiber 	 air monitoring equipment to 11,000 carbon disulfide 50,000 
manufacturer 	 reduce the release of carbon and hydrogen 

disulfide and hydrogen sulfide sulfide: 
improve and w~orking 8,090 tons/yr 
conditions in the spinning hall 

Czech oil refinery & organic vapor analyzer to 19,000 hydrocarbons: 140,000 
Republic petrochemical detect and control fugitive 900 tons 

VOC emissions 

chemical photoionization detector and 25,000 VOC's: 880,000 
complex densitometer to control fugitive 50 tons/yr 

VOC emissions 

Hungary chemical oxygen analyzer to control 11,000 VCM's: 	 150,000 
complex 	 vinylchloride monomer 300 tons/yr 

emissions 
chemical fiber continuous particulates monitor 19,000 polymer powder: 75,000 
manufacturer to control acrylic powder 70 tons/yr 

emissions 

Romania oil refinery, organic carbon analyzer to 34,000 hydrocarbons: 185,000 
petrochemical control hydrocarbon 20 tons/hr of 

contamination steam condensate 

detergent scrubber water control 29, 000 detergents: 330,000 
manufacturer instrumentation to control 250 tons/yr 

water pollution 

Slovak chemical plant, organic vapor analyzer to 8,000 benzene: 80,000 
Republic cyclohexane control fugitive VOC 1,100 tons/yr 

emissions 

petrochemical, sulfur dioxide analyzer to 27,000 sulfur dioxide: 35,000 
oil refinery reduce S02 air emissions 250 tons/yr 
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(I 	 Pollution Reduction Examples-continued 

Country Type of Equipment Provided, 	 WEC Waste Reduced First Yea 
Savings:Source Reduction Activity InvestmentFacility 

(USD) I/ (USD) 

Poland non-ferrous Process modifications and $27,000 'zinc sludge: $204,0( 
metals instrumentation increase 1,000 tons/yr. 

product yield and decrease 
wastewaste discharge 
electrolytes: 
7,500 tons/yr. 

chemical works 	 heat recovery from waste 22,000 NOX SO 2 : N/A 243,0( 
water saves 11,000 
tons/yr. of steam 

chemical works 	 special COD analyzer 4,600 COD: 70 91,0C 
improves product yield tons/yr. 

tolylene diamine 	 equipment modifications 26,000 TDA: 150 195,OC 
increase process efficiency tons/yr.

(TDA) 	 and decrease waste 

discharges 

chemical works; 	 equipment and process 30,000 vinyl chloride: 2 mil 
polyvinylchoride 	 modifications save raw 54 tons 

material vinyl chloride 
monomer 

Latvia synthetic fibers - special type viscometer 29,000 caprolactam: 101,00 
caprolactam improves product efficiency 307 tons 

electroplating process and equipment 
modifications and 

15,000 NOx1SO2 
wastewater N/A 

269,00 

instrumentation save energy 
and water use 

Estonia meat processing 	 operational changes and 5,000 water and solid 1.5 mil 

instrumentation save energy waste N/A 
and water use 

Lithuania chemical works, NOx analyzer and special 23,000 N/A 23,00 
fertilizers flowmeter save catalyst, 

natural gas, and steam use 

1/Represents equipment cost N/A Not available at this time 
COD = chemical oxygen demand (1) Depending on production output 
NOx = nitrogen oxides Investment by plant 
S = sulfur dioxide 
tons = metric tons 

WEC Approach and Lessons Learned in CEE, January 1995: page 5 



3. 	 Pollution Prevention Centers 

WEC has entered into agreements with various NGOs. e.g., Engineering Societies, to act as 
Pollution Prevention Centers (PPCs) which can further institutionalized waste minimization in each 
country. A major objective of WEC's IWMP is to have PPCs become self-sustaining by the end 
of the 	cooperative agreement. The centers are identified in all WEC projects as a co-sponsor of its 
program which gives them instant credibility. Initially, WEC sent basic pollution prevention 
materials to the centers to start their libraries. WEC also has developed a waste minimization 
manual and workbook - complemented with a one and one-half hour condensed video of the three 
and one-half day workshop - that is part of each center's materials. In addition, WEC may 
provide centers with environmental monitoring equipment. Using this equipment, the center can 
perform consulting assignments to provide it with a source of revenue. The centers also may sell 
the waste minimization manual, workbook, and video. 

WEC is assisting the centers develop business plans with a strong emphasis on revenue generating
 
programs to help ensure continued operation. Some of these programs include:
 

0 	 Training programs in waste minimization for industry; 

a 	 A waste exchange system; 

* 	 Working with local consultants so they could also use the monitoring equipment for a fee; 
and 

0 	 Implementing industry-wide programs, e.g., battery recycling. 

By the end of the agreement, the PPCs should develop into a self-sustaining technical assistance 
centers, offering these general services: 

* 	 Implementation of environmental projects, for example, waste minimization projects at 
industrial plants; 

* 	 Workshops for executive managers of industrial plants in environmental protection and how 
to implement cost-effective environmental programs; 

* 	 Training programs in environmental management; 

* 	 A library of pollution prevention information; 

* 	 Assistance in accessing international, environmental information; 

* 	 Assistance in providing information and contacts with similarly oriented non-governmental 
and other organizations worldwide; and 
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* 	 Certifications in professional and continuing education programs. 

4. 	 Contributions to Economic Restructuring Objectives 

WEC's IWMP contributes to the Bureau for Europe and NIS economic restructuring objectives in 

several ways: 

a. Promoting Economic Efficiency: 

- Reduces pollution at the source, saves raw material for production, reduces the need to 
purchase additional raw material, and improves plants' operating efficiency and production. 

- Reduces losses to the economy from worker health care costs associated with pollution and 
safety problems within the industry and the surrounding community. 

- Assists polluting industries in their transition to a market economy by demonstrating that 

market-based fees and fines and market-based natural resource prices exceed the cost of 
implementing pollution prevention programs, thus resulting in natural resource conservation. 

-	 Reduces the amount of funding required to control pollution because waste minimization 
decreases the quantities of waste generated. 

b. Promoting Privatization: 

Trains industrial managers in market-oriented management techniques enabling them to 
show their ability to function in the private sector. 

Assists industrial managers in assessing current and past environmental liability, helps 
government and plant management in determining a realistic value of a company, and 
enhances a company's attractiveness to western investors. 

C. Promoting U.S. Investment: 

Establishes a close working relationship with U.S. consulting firms; therefore, promoting 
the use of U.S. monitoring equipment, demonstrating the capability of industrial services 

and products to a broad range of companies, and generating investments by local industries 
in U.S. products and services. 
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I. LESSONS LEARNED IN CEE
 

A. Involve Top Management 

Select enterprises managed by individuals who want to be personally involved in the 
project. Their visible commitment and personal stake in the success of the project is 
critical to broader empowerment. 

B. Work as Partners Not Teachers 

Select enterprises managed by individuals who want to be partners; then treat them as such 

and involve them from the beginning of the project. In other words, the project is defined, 
planned, and executed with their full and equal participation. 

C. Focus on Economics 

Always relate projects to economic benefits. Environment, health, and safety are not potent 
drivers. In fact, too much emphasis on them could keep the project from getting off the 
ground. Improving the bottom line is what really matters. 

D. Maintain Simplicity 

Don not overwhelm host professionals with unnecessarily complicated projects. 
Sophistication or technical elegance is not the objective. Don't let the principles and the 
approach be overshadowed. Keep projects simple. 

E. Use Specialists 

Provide process specialists and not generalists for technical projects. Theory and principles 
ring hollow on their own; provide a simple technical success that only a specialist can 
provide and the theory and principles will be quickly absorbed. 

F. Eschew Paperwork 

Limit paperwork to the minimum required to keep track of sound and relevant data, i.e. the 
starting point or condition, actions taken, and results obtained. 

G. Take Early Action 

Make only one reconnaissance visit during which general issues are settled. The second 
visit should be an action program. In other words, after the second visit the hosts are left 

with a clear sense of a project that is under way and something has been accomplished. 

WEC Approach and Lessons Learned in CEE, January 1995: page 8 



H. Show Significance 

Show the broader implications of the smallest projects for the facility, the neighborhood, 
the region, and the country. 

I. 	 Maintain Quality 

Employ a highly qualified and suitable country coordinator: they can make a significant 
difference when they are an integral part of the project. If they are the right quality but 
don't feel that they are both learning and contributing, they won't be around long. 

J. 	 Exhibit Cultural Sensitivity 

Don't preach to them. Accept how they operate and work around the bottlenecks. 
Sustainability depends upon them getting there their way, not ours. 

K. 	 Be Flexible 

Follow a golden rule: Expect the Unexpected. 

L. 	 Form Relationships 

Socialize, but pick your occasions carefully. Don't be a trophy or an unwanted guest who 
was invited out of politeness. 

M. 	 Maintain Validity 

How we do it in the U.S. will lose currency very quickly. Because it is right for us, does 
not necessarily mean that it is right for them. Talk about generally accepted approaches 
which have some value here. 

N. 	 Take Risks 

Don't be afraid of taking chances. Technical chances are OK too as long as the decision 
is shared and understood. 

0. 	 Uphold Timeliness 

Prompt responses show continued interest, seriousness, and can impart a sense of progress. 
Be quick with your response even though theirs may be slow. 

P. 	 Be Candid 

Be forthright and realistic. Don't raise expectations unduly. 

WEC Approach and Lessons Learned in CEE, January 1995: page 9 



Q. Leverage 

Understand and leverage pressures from peers, the community, clients, government. etc. 
Help them to manage those pressures but also play off them to gain broader based 

motivation. 

R. Work Toward Sustainability 

Build local capacity to continue the work. 

III. CONCLUSIONS AND PROGNOSIS 

The IWMP has achieved measurable results including: reduced emission of pollutants to the 

environment; reduced use of raw materials; generated savings many times the invested equipment 

costs; and, trained a significant cadre of in-country trainers, managers, and consultants. In 

addition, there now is a foundation of sustainable environmental and health projects in CEE 

enterprises. 

The IWMP also faces challenges impeding the realization of greater benefits and accomplishments. 

The sharp curtailment in funding planned for FY96 and FY97 needs to be addressed. In-country 

programs are approaching a level of sustainability, especially the PPCs, at a time when the overall 

IWMP will have its funding significantly reduced: FY95 and FY96 funding is only 36% of FY94 
projects - between no- and low-costtotal funding. The lack of available financing for mid-level 

projects and multimillion dollars projects supported by the international development institutions 

also requires attention. A possible solution is the creation of loan wholesaling, guarantee or 

revolving funds, or a combination of these funds set up to support mid-level industrial

environmental investments. 

in CEE and introduced in the New IndependentWEC recommends that its IWMP be expanded 
States to more strongly contribute to USAID's support of the Environmental Action Program 

WEC's IWMP presents USAID and the EAP with an excellent opportunity to build upon(EAP). 
with local and national governments and with enterprises.the strong relationships established 

With WEC participation, the EAP could move quickly to identify and implement mid-level 

projects that would help stimulate income growth, foster a healthier urban development, and 

protect the environment by reducing existing negative environmental impacts on workers and 

neighboring communities. 

WEC Approach and Lessons Learned in CEE, January 1995: page 10 
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PROJECT SILESIA - CZECH PART
 

PHASE I - RISK ASSESSMENT
 

AREA: 

6 DISTRICTS IN THE NOTHERN MORAVIA AND SILESIA 

* 	 Ostrava 
* 	 Karving' 
* 	 Frdek-Mistek 
* Nov$ Jiaihi 
. Opava 
* 	 Bruntgl 

RISK ASSESSMENT FIELDS: 

+ 	 Air Pollution 
+ 	 Surface Water Pollution 
+ 	 Drinldng Water Contamination 
* 	 Food Contamination 
+ 	 Occupation Health 
+ 	 Waste Disposals 

PRIOR[[IES (basedoi comparative risk assessment) 

* 	 Air Pollution (coke production, iron and steel industry) 

# 	 Surface Water Pollution (pulp industry, waste water 

treatment plants) 
* 	 Food Contamination (i'CB, heavy metals) 



PROJECT SILESIA - CZECH PART
 
PHASE I - RISK ASSESSMENT
 

MANAGEMENT STRUCTURE 

POLICY COUNCIL: 
+ 	 Czech Ministry of the Environment 
+ 	 Czech Ministry of Health 
* 	 Czech Ministry of Finance 

Czech Ministry of Economy 
* 	 Directors of 6 District Offices 
+ 	 Head of Economic and Social Council of Ostrava-Karvini Region 

IHead of Association of Cities and Municipalities of Northern Moravia 
and Silesia Region 

* 	 Representative of NGO's 
lHead of Technical Workgroup 

* 	 Head of Economic Workgroup 
* 	 Czech National Coordinator 

TECHNICAL WORKGROUP 
* 	 Institute of Industrial Landscape Ecology, Czech Academy of Sciences, 

Ostrava 
Technical University in Ostrava 
Other research institutes in the region 
Project institutions in the region 
Technicians from 6 District Offices (Representatives of Environmental 
Protection Departments) 

ECONOMICAL WORKGROUP 
* 	 INORGA Consulting Ostrava, Ltd. 

Technical University in Ostrava 
* 	 Representatives of important industrial companies in the region (from 

departments of environmental protection) 

DIRECT CQNTACTS WITII US-EXPERTS 



PROJECT SILESIA
 
PHASE II- RISK MANAGEMENT
 

DEMONSTRATION PROJECTS:
 
aimed to the most important priorities identified in Phase I
 
focused to reducing the highest risks specified in Phase I
 
designed as models (case studies)
 

1. 	 Reducing Risks from Coke Ovens Emissions 
2. 	 Reducing Risks from Surface Water Pollution 

BIOCEL Paskov Pulp Comp. 
3. 	 Reducing Risks from Food Contamination 
4. 	 Air Quality Management 
5. 	 Reducing Risks from Abandoned Industrial Lands 

Karolina Area in Ostrava City 

SUPPORTIVE ACTIVITIES: 
assistance to Demonstration Projects 
intensive transfer of experience and skills from the U.S. 
influence to decision-making processes 
public outreach 

1.Information Center of Silesia Project 
* 	 center of information concerning the Silesia Project, center of 

environmental and human health data from the region, center of US
methods, handbooks etc. 

+ 	 training center 
* 	 public outreachcenter 

2. Strengthening of Negotiation Skills and Capacity 
* 	 mediation the negotiation process between Ostrava City and the 

rafincry of used mineral oils OSTRAMO Vlek and Comp. in Ostrava 
* 	 mediation the negotiation process between Ostrava City and Ostrava-

Karvim Coke Ovens Comp. in Ostrava 



PROJECT SILESIA
 
PHASE II- RISK MANAGEMENT
 

MANAGEMENT STRUCTURE 

CORE GROUP 
* 	 Czech Ministry of the Environment 
* 	 Czech Ministry of Health 
* 	 Czech Inspection of the Environment 
* 	 Representative of Ostrava City Council 
* Demonstration Projects Managers 
# 1-lead of Project Silesia Information Center 
+ 	 Czech National Coordinator 

5 DEMONSTRATION PROJECTS WORK GROUPS 
* 	 Demonstration Project Manager 
* 	 Representative from each of the institution directly involved 

into problem solved by the Demonstration Project 

INFORMATION CENTER OF SILESIA PROJECT 
* 	 Head of Information Center 
* 	 Assistant - Training Expert 
+ 	 Librarian 
+ G.I.S. Expert 
# PublicOutreachExpert 

DIRECT CONTACTS WITH US-EXPERTS
 



PROJECT SILESIA
 
RESULTS - SUMMARY
 

Technical Results 
studies and analysis 
independent audits 

* 	 independent statements 

Scientific Results 
* 	 transfer scientific information from U.S. 
* 	 forming scientific partnerships between Czech and U.S. 

institutions 

Methodoloical Results 
* 	 transfer and modifications US-methods of comparative risk 

assessment 

International Results 
* direct cooperation with US-experts 
* open cooperation with Polish experts 
* 	 coordinatioi with other international projects and programs 

(PHARE, Baltic Sea Environmetal Protection Program, Post-
Luzern Initiative) 

Political Results 
+ 	 introduction the comparative risk assessment method as a tool for 

setting environmental priorities 
+ 	 introduction the risk mnanagement methods (including negotiation 

procedures) as an approach to constructive solving of 
environmental problems with respect to economical and social 
conditions in the country and in the region 

GENERAL RESULT 
* 	 starting development towards meeting both environmental 

(human health) protection and economical goals 



PROJECT SILESIA
 

CONDITIONS FOR VIABILITY OF THE PROJECT
 

1. 	 Partnership betwcc US and Czech experts based on direct 
cooperation and open communication: 

sharing experience and information 
working hand-by-hand 

* training by doing 

2. 	 Creativity in transferring know-how from U.S. (modifications 
of US-approach and methods accordingly to Czech 
environmental, economic and social conditions) 

3. Effort towards self-sufficiency in management of 
environmental protection and human health protection in 
Czech Republic 

4. 	 Respect to economical and social background of 
environmental problems and to complex impacts of 
environmental risks reduction opptions 

5. 	 Permanent involvement of industry representatives and local 
authorities into Demonstration Projects (finding "clients" for 
each of them); involvement of local consultants 

6. 	 Excellent cooperation between regional 
Czech Ministry of the Environment and 
Health 

7. 	 Flexible management structure "tailored" 
needs (including roles of individuals) 

representatives of 
Czech Ministry of 

according to actual 
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P RO J ]ECT S I LEI S I A 

An international project of a regional character, initiated
 

by recommendations and conclusions of "The Comprehensive Study of
 
in the Czech and Slovak Federal Republics",
Environmental State 


which has been elaborated by a group of prominent experts for the
 

Vorld Bank in March 1991 with the participation of the Federal
 
Slovak
Government, the Governments of the Czech and the 


the European Community. This project
Republics, the USA and with 

has been included into the Vorld Bank's program "Environment I",
 
together with four other important activities (The Centre for
 

of Problem Vastes; The Reconstruction of Areas
Liquidation 

Devastated by Mining Activities; The Control Plan for the North
 

Bohemia Region; Communal Services).
 

The Project objectives:
 

- the understanding of environmental risks in the territory of
 

Project Silesia's interest, the identification of sources of
 

these risks and the specification of their relevance;
 

- the working out of proposals, recommendations and particular
 

interventions, reducing the environmental risk rate and leading
 

to the stopping of worsening trends of development of the
 

environment and to the improvement of the current situation;
 

technical, technological and
- the transfer of the best 

methodical processes of economically effective and efficient
 

protection of the environment;
 

- the opening of possibilities for an entry of foreign capi- tal
 

and a taking part of domestic capital into the process of
 

economically favorable restructuralization and reconstruction
 
of the area's economy;
 

- the creation of conditions for the gradual realization of
 

principles of the sustainable development of the region,
 
integrating economical, ecological and social goals.
 

The method of solving:
 

The method of comparative assessment of risks (Comparative
 
the United States
Environmental Risk Assessment), elaborated by 


(US-EPA) and with it linked-upEnvironmental Protection Agency 

of the controlled reduction of identified risks's
procedures 


have been also
effects (Environmental Risk Management), which 

transferred philosophically and methodologically from the USA.
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CHARACTER ISTICS OF
 

THE COURSE AND THE RESULTS OF THE-

I
PROJECT SILESIA PHASE 


Objectives:
 

1. The identification of main sources of health and ecological
 
risks in the area of interest, with a use of the comparative
 
risk assessment method.
 

- The identification of existing risks which exert their
 
influence on human health (conceivably on ecosystems).
 

- The evaluation of exposures, containing the assessment of
 
concentrations of pollutants which people are (conceivably
 
ecosystems) exposed to.
 

- The evaluation of organism's (ecosystem's) reactions to
 
pollutant doses detected in the environment, the pointing
 
out of cancer and non-cancer risks related to the unit dose
 
for the individual substances.
 

- The description of health and ecological risks for different 
exposure levels to the individual substances. 

- The elaboration of the survey of existing environmental
 
risks and their sources, the specification of their
 
relevance.
 

2. The setting priorities for solving of problems identified and
 
the proposal for immediate measures and for further more
 
detailed specifications of tasks in the Project Silesia Phase
 
I.
 

3. The evaluation of economical, political, social and market
 
incentives involved in the process of the risk reduction.
 

The risk identification in the area of interest involving
 
six problem spheres:
 

1. AIR POLLUTION
 
2. SURFACE VATER CONTAMINATION
 
3. OCCUPATIONAL DISEASES 
4. FOOD CONTAMINATION 
5. DRINKING VATER CONTAMINATION 
6. VASTE DISPOSAL SITES 
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pulp and paper plants
 
- steam power plant
 

- anorganic chemicals production plants.
 

-


The most relevant contaminants are as follows
 

- metals (Hg, Cu, Pb, Cr, Fe);
 

- polychlorinated biphenyls (PCBs);
 

- organic substances.
 

was disturbed in all five

The ecological quality of water 


Olge, Opava and

rivers under observation (Moravice, Odra, 


contaminant loadings, roughly 199
 Ostravice). Based on estimated 

km of the 347.9 km of rivers under observation are chemically
 

km may be polluted by contaminants
polluted (57 %). Another 66 

not monitored in this project's phase.
 

3. OCCUPAXIONAL DISEASES 

These diseases represent a high risk for professions exposed
 

to hazardous substances and extreme situations.
 

Kinds of occupational diseases:
 

% of incidence Absolute number
Disease 
 of cases
 

477
34
Silicoses 

442
32
Vibration diseases 

275
20
Vorkload 


Occupational diseases by percent:
 

% of incidence
Industrial branch 


Mining industry 70
 

Metallurgy and steel industry 13
 
4
Food industry 


of all occupational diseases. The
Silicoses represent 1/3 

risk of individual silicosis development is very high (5x10-).
 

The mining industry accounts for 96% of silicosis cases.
 

\i
5 
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5. DRINKING VATER CONTAMINATION
 

The drinking water analysis showed that total health risks
 
from contaminated drinking water are low. The closing report
 
gives evidence about the contamination of water by arsenic and
 
lead and about the bacterial contamination of water in the ance
 
water reservoir. (This conclusion was not proven by intensive
 
monitoring of drinking water, which has been carried out in the
 
area of the town of Ostrava since January 1993 with a monthly
 
sampling frequency for inorganic and microbiological parameters
 
and with bimonthly frequency for organic substances).
 

Cancer risk estimates were calculated accordingmlo the
 
arsenic content in drinking water. The value of I x 10-3 (3.2
 
cases/year) is to be considered regarding the above mentioned
 
note. An important non-cancer risk (confirmed also by the
 
drinking water monitoring performed in the Regional Hygiene
 
Institute) is the occurrence of long-term increased levels of
 
nitrogenous substances in drinking water of the Ostravian area.
 
The values for organics were not at our disposal.
 

6. VASTE DISPOSAL SITES
 

The risk for an individual living near waste disposal sites
 
is potentially high, but there are few people who are actually
 
exposed to this risk.
 

The exposure to harmful substances can occur through
 
- consumption in drinking water
 
- direct contact
 
- inhalation of vapors released from waste disposal sites.
 

Ve evaluated in total 464 waste sites in the area of
 
interest. Communal wastes and mixed communal and industrial
 
wastes predominate, representing 70% of the sites.
 

The greatest individual risk qomes from waste sites of 
industry or chemical wastes (2 x 10-5) and from waste sites of 
waste rock after extraction of non-ferrous metals. Mixed and 
communal waste sites represent much lower risk. Risks posed by 
inhaled . contaminants are estimated to be several orders of 
magnitude lower than risks associated with ground water and with 
direct contact pathways. 

The risks from the Ostramo lagoons and from mining sites
 
have not been evaluated in the Project Phase I and they can be
 
much larger than those from open waste sites.
 

77
 



PROJEKT SLEZSKO Informiatni ccntrum Projcktu Slczsko 

SLEZSKO V PartyzAnsk nAmsti 7,728 92 OSTRAVA, Lel.: (+ 42-69) 62 14 25 2/182, frx: (+42-69) 62 25 16 5 

I ST I CS
CHARACTER 

AND THE COURSE


OF THE ORIENTATION 

I I
S I EESIA PHASE
OF THE PROJECT 


Based on the results of the Project Silesia Phase I, the
 
for solving the most relevant risks
following priorities were set 


and the work on the so-called demonstration sub-projects and 

support acttivities was started: 

Demonstration sub-projects:
 

The reduction of risks from coke oven plants' emissions.
-

- Air quality management.
 

The reduction of risk from food contamination.
-

- The reduction of risk from polluted surface waters - the 

BIOCEL Company in Paskov. 

Reduction of the Risk Resulting form the Contamination of 
the
 

-

Carolina Site
 

Support activities:
 

- The Information Centre of Project Silesia.
 

- Negotiation Skills Development
 

The goal of the Project Phase II is first to check on the
 

results found in screening analysis during Phase I and
 
which the determined risks could
subsequently to propose ways in 


be most effectively reduced.
 

projects and support activities
The number of demonstration 

is not considered to be final; we plan further adding to the core
 

of the project and/or broadening its original objectives. For
 

example, an assessment and management of the healih risks
 

from the mobile sources (in connection with the
resulting 

construction of the D-47 highway) is being negotiated. Gradually,
 

be compatible with the Post-Luzern
 we make Project Silesia to 

Programme and with other activities that are to continue in
 

designing and implementing proposed environmental projects and to
 

help in obtaining the funding for realization of the measures and
 

options recommended.
 

9 
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Reduction of the Risk Resulting from the Contamination
 
of The Carolina Site
 

A demonstration sub-project of the Project Slezsko/Silesia
 

The objective of the project, that was begun in August 1994
 

is to transfer know-how and long time experience of the US-EPA
 

experts in assessing and reducing the risk caused by heavy
 

contamination at abandoned industrial sites. The project involves
 

assessment of the contamination - investigations that were
 

already performed at the Karolina site, which is located i the
 

very centre of Ostrava City and formerly used to accommodate
 

coke-oven batteries, steel works and chemicals production. The
 

project also involves an evaluation of the plans of detail
 

analyses of quality and quantity of the contamination and of its
 

primary source, calculation of the health risks to which the
 

inhabitants are currently exposed to, and preparation of several
 

variants of remediation necessary to reduce, or eliminate, the
 
with regard to the future use of the Karolina
identified risks 


site. Experience acquired during the course of works on the
 

project will be incorporated into the Czech three phase training
 

programme "Remediation and reclamation of the former coke-oven
 

sites", that the US-EPA has already designed for the Polish
 

partners.
 

. -i/" 
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V
SLEZSKO 


OF ACTIVITIES
PRE SENT STATE 


Project Silesia, that was begun in
 
The Czech phase of the 


the first half of the year 1993, has been 
continuing. It includes
 

and several so-called support

five demonstration projects 


of the projects and activities has its own
 activities; each 

comprised of representatives of the
 

specific work team that is 


institutions and organs involved.
 

"The reduction of Risk of Coke Ovens
 1. The demonstration project 

Emissions"
 of the coke
site audit for each 


- Technical and environmental 
oven batteries performed (January 1994). 

Coke market analysis performed (July 1994).-

coke ovens performed
risk assessment for each of the 


(February - July 1994)
 
- Detail 


for the risk calculations
of the models used
- Comparison 

continues.
 the proposed
 

- Cost-benefit and cost-effectiveness analyses of 
soon finished.
 measures for the risk reduction will be 


being used in the negotiation process
far are
- Results so 

and coke producers (OKD-OKK, Ostrava)
between Ostrava-City 


the boundaries of the
future coke production within
about the 

Ostrava-City.
 

Risk of Surface Vater
 
2. Demonstration project "Reducing 


- Biocel Paskov (PulD and Paper) Comp."
Pollution 
 audit
and environmental
technical
- First version of the 


performed (April 1994).
 
audit finished,
model of money-flows and the 


- Mathematical 

financial plan prepared (April 1994).
 

Pulp market analyses performed (April 1994).
-
 and for a state
for a loan request
- Initial documentation 

guarantee finished (September 1994).
 

of the documentation necessary to
 - More precise preparation 

and about the state guarantee
start negotiazion about the loan 


continues.
 

3. Demonstration project Reducing Risk from the Food
 

Contamination"
 
habits of approximately 1,600


the food consumption
- Survey of 
(September 1994).
respondents was finished 


survey of the food
data obtained from the 
- Analysis of the 

does the preparation
consumption habits continues, as well as 

of the interpretation of the acquired data. 

- Comparison of the food consumption habits in the region with 

survey done by the Department of
 the results from the national 


, 
. .. ' f * - * : '". * . .....

I.:., . .* r .' 
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ySLEZSKO 

Health (September 1994)/	 as well as the
for 1993,

sampling continues (the plan 


- Food was fullfilled).

adequate portion of the plan 

for 1994, 


- Analysis of the samples taken 
is being performed.
 

- was designed for
 
Database for the risk calculation 

- software 

-


this very task (May 1994).
 

lit Management"
roect "Air
4. Demonstration 	 networks was
audit of monitoring
site
technical
- Data for 

prepared (April 1994). in order to ensure
 were organized
courses
- Three training 	 the US-EPA
model from
the dispersion
a routine operation of 
 data preparation)of 	the enteringthe methodology(including 

- January 1994).(December 1993 	 study preceding the audit
 
a 	specific "30-days"


- Phase I of 

of air-pollution quality and
 to identify details
performed 	 of results is being

1994); the interpretationquantity (April 
prepared.	 2nd phase of
for the 


of 	the background material 

- Preparation 	 analysis of thethe comparative
(including
a 30-day study 


- volative organic compounds).
 
methods for measuring VOC 
 for the partial project

of 	 the background material 
- Preparations 	 smog warning systemof 	thean improvementon 	achievingoriented 

in the region of North Moravia 
were finished (September 1994).
 

individual contributions of
 analysis of 
- Gathering the data for 	 to the overall
 
to different categories 


sources belonging 

air-pollution in the Ostrava-Karvind 

region.
 

"Reduction of the Risk Resulting 
from
 

5. 	 Demonstration Project 

the Contamination of The Carolina 

Site"
 
Aorks at the Karolina site

analytical
:Evaluation of the so far 


was finished (September 1994).
 the detailed hydrogeological
of the proposal of 

- Evaluation 	 for its
recommendations
and the
continues,
investigation 


improvement performed (October 1994). reclamation technologies
accesible remediation and 
- Outline of 

is being prepared.
 

the quality and quantity of the
 
data linked to 
- Gathering the 

areas and ecosystems continues.
of 	 adjacentcontamination 

- Information Centre of Silesia 
Project 

6. Support activity 	 opened (Januaryloans was
that provides interlibrary- Library 

1994).	 then

System (GIS) developed and 


Information
- Geographical 
equiped by the US-EPA (February 

1994).
 

- Preparation of data complexes 
for GIS continues. 

for public wascourse 

- "Environmental Risk Assessment" 

training 

performed (June 1994). Protection" trainingin Environmental
Resolution
"Conflict 

2
 



PROJEKT SLEZSKO Informa~nicentrum Projektu Slezsko 

SLEZSKO Y Partyzinsk6 nim~sti 7, 728 92 OSTRAVA, tli.: (+ 42-69) 62 14 25 21182, fax: (+ 42-69) 62 25 16 5 

course designed in cooperation with VVF was performed (October
 
1994).
 

- US-EPA's training courses "Environmental Enforcement" and
 
"Environmental Economics" have been prepared for performing in
 
November 1994 and January 1995 respectively.
 

- Preparation of training and adult-educational programmes for
 
both professionals and laic public continues.
 

7. Support activity - Negotiation Skills Development 
- Series of negotiations was successfully finished when signing
 

an agreement between the enterpreneuer - Mr. Vlek - and
 
Ostrava-City (October 1993). Independent and objective data for
 
the negotiation process were prepared with US-EPA's significant 
support. 

- US-EPA expert oversaw the fullfilment of the agreement and 
pronounced it to be satisfactory (May 1994). 

- Based on recommendation prepared by US-EPA's expert an 
independent citizens' control committee was established 
- "Vatch-Dog Group" (May 1994). 

-	 Harvard University experts used the data in preparation of 
a model case study, which was presented at an international 
conference in June 1994; after the translation into Czech is 
finished, the study will be offered to the Czech universities, 
institutions of state administration as well as to local 
governments. 
Negotiation model is, in slightly modified form, used in 
resolving the problem of coke production in the Ostrava City. 

Ostrava, October 14, 1994
 

Helena Ciikovd
 
Project Silesia Czech National Coordinator
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Reduction of the Risk Resulting from the Contamination
 
of The Carolina Site
 

A demonstration sub-project of the Project Slezsko/Silesia
 

The objective of the project, that was begun in August 1994
 
is to transfer know-how and long time experience of the US-EPA
 
experts in assessing and reducing the risk caused by hcavy
 
contamination at abandoned industrial sites. The project involves
 
assessment of the contamination - investigations that were
 
already performed at the Karolina site, which is located i the
 
very centre of Ostrava City and formerly used to accommodate
 
coke-oven batteries, steel works and chemicals production. The
 
project also involves an evaluation of the plans of detail
 
analyses of quality and quantity of the contamination and of its
 
primary source, calculation of the health risks to which the
 
inhabitants are currently exposed to, and preparation of several
 
variants of remediation necessary to reduce, or eliminate, the
 
identified risks with regard to the future use of the Karolina
 
site. Experience acquired during the course of works on the
 
project will be incorporated into the Czech three phase training
 
programme "Remediation and reclamation of the former coke-oven
 
sites", that the US-EPA has already designed for the Polish
 
partners.
 



PROJECT SILESIA
 

SUMMAR YOF RECENT ACHIEVEMENTS
 

risk assessment and risk management effort jointly
Project Silesia is a comparative 

Ministry of the 
coordinated by the U.S. Environmental Protection Agency and the 

GovernmentThis project is funded both by the U.S. 
Environment of the Czech Republic. 

through A.I.D. and by the Czerh Ministry of the Environment. 

The goal of the project is to identify those environmental problems posing the greatest risk 

to human health in the region of Northern Moravia and Silesia, and to develop and implement 

strategies to reduce those risks. 

PIfASE I (1991- 1992): 

for 	six fields of environmental pollution in the 
(o 	Initial risk screening analysis performed 


specified region.
 
* 	 Comparative risk assessment performed for the specified region. 

Results and data of these studies have been interpreted and used by the Czech Ministry of 
* 

the regional industry for setting
the Environment, by the local government and by 

environmental priorities. 

# Pisk Assessment methods havc been transferred to Czech institution by join work and 

specific training as a tool for environmental decision-making. 

PHASE I (1992- now): 

Demonstration pro'ect "Reducing Risks of Coke Ovens Emission"
 

# Technical and environmental site audit for each of the coke oven batteries completed.
 

Coke market analysis complettd.
* 
+ 	 Detail risk assessment for each of the coke ovens completed. 

Proposals of risk reduction opptions developed (some of them already implemented) and 
* 

their cost-benefit analysis completed.
 

First draft of the cost-benefit analysis for proposed risk reduction opptions completed.

* Coke Ovens Comp.and Ostrava-KarvinitLe Ostrava Town# 	 Negotiation between 

friendly coke production is being
concerning setting conditions for environmentally more 

assistance provided during negotiation and for 
supported by independent technical 


preparing an agreement between these two subjects.
 

- Biocel Paskov (Pul 
Demonstratiol, proiect "Reducinlg Risk of Surface Water Pollution 

and Paper)CciiP± 
* 	 Technicai end environmental site audit completed. 

+ 	 Pulp market analysis completed.
 

Financial plan and financial model developed.
* 
* 	 Initial documentation for load request developed and submitted to the Ministry of 

Environment of the Czech Republic for negotiation with the Czech Ministry of Finance and 

financial institution for providing a soft loan for BIOCEL Comp. 



All activities involved into Silesia project have been coordinated with other international and 
domestic environmental efforts implemented in the specified region. The Silesia project has 
started to be accepted as "model approach to sustainable development" under conditions of 
economic transformation and reconstruction. Transfer (and modifying accordingly to Czech 
conditions) the US skills and experiences of environmental risk assessment (as a tool for 
setting environmental priorities) and environmental risk management (as an approach to 
solving environmental problems with respect to their real economical and social background) is 
considered as the most significant contribution of the Silesia project. During the period of more 
than three years many positive changes in decision making procedures (and in approaches of 
industrial managers, local governments and state administrative) have been stimulated by 
involving them into the Silesia project. Reaching good response of public (which has been not 
visible enough by now) will be one of the most important issue for continuing the Silesia 
project in next two years. 

Ostrava, January 18, 1995 
Helena ikov,, Project Silesia Czech National Coordinator 

Ministry of the Environment of the Czech Republic 
Project Management Unit in Ostrava 
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THE INFORMATION CENTRE OF THE PROJECT SILESIA 
A support activity of the Project Slczsko/Silesia
 

Project Silesia (here after
The Information Centre of the 

only ICPS) has been founded for increasing effectiveness and
 

improving communication among participants (research persons) of
 

the Project Silesia, for improving of knowledge of the general
 

with the Project Silesia and with other environmental
public 

activities.
 

OBJECTIVES
 

1. To be the single information resource with the system to
 

collect, store, develop and distribute environmental and risk
 

assessment data for the Project Silesia's participants and for
 

other clients.
 

2. To be the point for public relations for the transfer of
 
the Project Silesia and its demonstration
information from 


support of realization of
projects, as well as for the 

strategies and principles of thu sustainable development.
 

3. To be the central base for transfering of the US-EPA's project
 

methodology in the sphere of environmental protection and
 
regions of
management to the Czech Republic, especially in 


North Bohemia and Silesia.
 

The ICPS activities are coordinated with activities of other
 

institutions engaged in processing of environmental information
 

in the region of North Bohemia and Silesia.
 

The ICPS also collaborates with other similar centres in the
 

Czech Republic and perspectively also internationally, to
 
regarding environmental
exchange information and experiences 


policy and management techniques.
 

The ICPS is staffed by a small, professional team, which is
 

supported by the US-EPA and its contractors.
 

STRUCTURE
 

A) Library management and providing librarian and guidance
 

services.
 

B) Organization of the ICPS's own or transfered training activi

ties.
 

C) Operation and use of the Geographic Information System.
 

D) Support of environmental and health education.
 

E) The Project Silesia's and the ICPS's publicity.
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Ad A) Library 

The library ensures the following services: 

- the acquisition, catalogization and accessing of journals, 
and health as
books and publications dealing with environment 


lending service for
 a general subject, namely in a form of a 

professionals and the general public;
 

- the search compilation ordered by the ICPS's clients;
 

the organization of regular collaboration with specialized
-

(the Ministry of Environment of the Czech
information centres 


Republic, USIA);
 

- the access to professional databases with the environment and 

health as a general subject; 

- the provision of reprographic services to clients and to ICPS
 

per.ionnel;
 

the guidance of information on CD-ROM databases, conceivably 
on
 

-


other specific media.
 

Ad B) Organization of training activities
 

The ensuring of organization, administrative work and all
 

preparation for:
 

or training courses incorporated into the Project
- courses 

(i.e., risk evaluation and
Silesia or those linked up with it 


management, environment management);
 

public gatherings directly related to problematics solved in
 -

the project Silesia (in collaboration with non-govern- mental
 

on
organizations centred environmental problems, state
 

administrative and autonomous regional agencies);
 

- popular lectures thematically connected with the Project
 

Silesia.
 

Ad C) Geographic Information System (GIS)
 

The GIS workplace provides information on territory- related
 

data, which are processed in thematic layers and created on
 

digital map models.
 

The GIS provides the folloving services
 
for processing of
 - the creatiun of the dynamic system 


- about territory,
territory-oriented information data a 


health, demography and environment;
 

<91 
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- the conversion of numeric figures into the form 
of map outputs;
 

- the identification of connections between population health
 
the aid of


risk factors and environment state with 
status, 

comparative analysis of different layers;
 

the ensuring of data exchange between similar 
workplaces within
 

-

of the GIS Users" in the
the "Association 


region (the Ostrava University, the Mining University, the
 

Municipal Information System);
 

the framework of 


- the provision of clearly interpretable graphic grounds through
 

and to state administrative and
 
the ICPS to the public 


autonomous rwegional agencies.
 

Ad D) Health and environmental education
 

a specialized
It is assured on a collaborative basis with 


the Regional Hygiene Institute in Ostrava, which
Department of 

organizes:
 

in hygiene service educational
 - the direct participation 

programmes for pupils and students of primary and grammar
 

schools, the distribution of publicity materials, the playing
 
of lectures with the


of videocassettes, the organizing 

environment and health as a general subject;
 

teachers and employees,of
 - the support of cyisting courses for 

school, environo:-tal and health service facilities;
 

ensuring of the ICPS's relations with mass
 - the organizational 

media (television, radio, press). In cooperation with a Project
 

Silesia's spokesperson it passes on information to the public.
 

Ad E) The Project Silesia's and the ICPS's publicity 

The publicity service of the Project Silesia and the ICPS is
 

assured in cooperation with the Department of Health Education of
 

Hygiene Institute in Ostrava by a professional of
the Regional 

this Department on request.
 

THE ICPS STAFF
 

head of the ICPS,
MUDr.Ivan Tomdgek 

GIS-technical information
 

Ing.Hana SantariusovA main coordinator,
 
training activities
 

Dr.Olga TomoszkovA library
 
GIS, computer data processing
Ing.Cestmir Kantor 

health and ecological education, publicity
Mgr.Jana CharbulAkovA 
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Negotiation Skills Dc.elopment
 

A support activity of the Project lezsko/Silesia
 

A model of negotiation between an entepreneurier (owner of
 
an industrial facility), City authorities, State administration
 
authorities, and general public in solving the question of so
called "environmental debts from the past" with regard to the
 
decision-making process about the future development of a given
 
facility.
 

The objective of this activity, that was first applied on the
 
OSTRAMO, Vl~ek and Comp., is to present (but more importantly to
 
exert) a negotiation model, widely used in similar situations in
 
the United States, and to stimulate participants involved in the
 
negotiation to apply this negotiation procedure routinely as
 
a tool in solving the conflict situations in the future as well.
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THE REDUCTION OF RISK FROM COKE OVEN PLANTS' EMISSIONS
 
A demonstration sub-project of the Project Slezsko/Silesia
 

The demonstration sub-project "The Reduction of Risk from
 

Coke Oven Plants' Emissions" has been created within the
 

II in order to reduce the
framework of the Project Silesia Phase 

high health risk caused by carcinogenic coke oven plants'
 

emissions.
 

OBJECTIVES:
 

1. To set measures necessary for the coke production in a way
 

which will show more regard for the environment and will have
 

a lower risk for the health of population in the region.
 

2. To elaborate recommendations for decision-makers from
 

production plants and also from state authories.
 

3. An independent and objective evaluation of the health risk
 

resulting from coke oven batteries' operation.
 

4. A determination of the possibility of financing the proposed
 

technical solutions.
 

STRUCTURE:
 

To reach the above mentioned objectives, the structure of
 

the demonstration sub-project includes these four parts:
 

A) The survey of an evaluation of the risk from coke oven
 
* batteries. 

B) The evaluation of the current state of coke oven plants and 
the independent assessment of prepared technical solutions.
 

C) The funding possibilities of solutions proposed.
 

D) The assessment of the coke market.
 

E) The summary of recommendations.
 

Ad A) The survey of evaluation of the risk from coke oven
 
batteries.
 

This first part includes a detailed analysis of coking
 

plants, the enumeration of the health risk of particular coke
 

oven plants, its impact on the health of the population and the
 
results from the Project Silesia's
confirmation or correction of 


PHASE I, where some substitute data and coefficients from the USA
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authority and their consultants. By reason of the great extent
 
team forms other
 

and difficulty of this problem, this working 


specialized sub-groups for completing partial 
tasks,as required.
 

The elaborated computer database of all coke 
oven plants and
 

the FoxPro 2.0 environment) serves
 particular batteries (made in 


as a basic information source for all partial 
tasks.
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Ad A) Library 

The library ensures the following services:
 
- the acquisition, catalogization and accessing of journals,
 

and health as
 books and publications dealing with environment 


a general subject, namely in a form of a lending service for
 

professionals and the general public;
 

ICPS's clients;
- the search compilation ordered by the 


organization of regular collaboration with specialized
- the 

(the Ministry of Environment of the Czech
information centres 


Republic, USIA);
 

the environment and
 - the access to professional databases with 


health as a general subject;
 

clients and to ICPS
 - the provision of reprographic services to 


personnel;
 

- the guidance of information on CD-ROM databases, conceivably 
on
 

other specific media.
 

Ad B) Organization of training activities
 

organization, administrative work and all
The ensuring of 

preparation for:
 

- courses or training courses incorporated into the Project
 
(i.e., risk evaluation and
Silesia or those linked up with it 


management, environment management);
 

problematics solved in
 - public gatherings directly related to 


the project Silesia (in collaboration with non-govern- mental
 
state
centred on environmental problems,
organizations 


administrative and autonomous regional agencies);
 

Project

- popular lectures thematically connected with the 


Silesia.
 

Ad C) Geographic Information System (GIS) 

The GIS workplace provides information on territory- related
 

data, which are processed in thematic layers and created on
 

digital map models.
 

The GIS provides the folloving services
 
of the dynamic system for processing of
 

- the creation 

- data about a territory,
territory-oriented information 


health, demography and environment;
 

V 
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THE INFORMATION CENTRE OF THE PROJECT SILESIA
 
A support activity of the Project Slezsko/Silesia
 

Project Silesia (here after
 
The Information Centre of the 


for increasing effectiveness and
 
only ICPS) has been founded 


improving communication among participants (research persons) of
 

the Project. Silesia, for improving of knowledge of the general
 
other environmental


public with the Project Silesia and with 


activities.
 
OBJECTIVES
 

with the system to
 1. To be the single information resource 


collect, store, de' 	lop and distribute environmental and risk
 

the Project Silesia's participants and for
 assessment data f 

other clients.
 

2. To be the poii. Zor public relations for the transfer of
 
and its demonstration
the Project Silesia
information from 


as for the support of realization of
 
projects, as well 

strategies and principles of the sustainable 

development.
 

3. To be the central base for transfering of the 
US-EPA's project
 

of environmental protection and
 
methodology in the sphere 


Czech Republic, especially in regions of
 
management to the 

North Bohemia and Silesia.
 

The ICPS activities are coordinated with activities 
of other
 

in processing of environmental information
 institutions engaged 

in the region of North Bohemia and Silesia.
 

The ICPS also collaborates with other similar centres 
in the
 

and perspectively 	also internationally, to
 
Czech Republic 
 environmental

exchange information and experiences regarding 


policy and management techniques.
 

The ICPS is staffed by a small, professional tear, which is
 

supported by the US-EPA and its contractors.
 

STRUCTURE
 

and guidance

A) Library management and providing librarian 


services.
 

own or transfered training activi-
B) Organization of the ICPS's 

ties.
 

C) Operation and use of the Geographic Information 
System.
 

D) Support of environmental and health education.
 

and the ICPS's publicity.
E) The Project Silesia's 




Demonstration project "Reducing Risk from Food Contamination" 

* 	 Consumption basket analysis for the region of the Northern Moravia and Silesia completed, 

* 	 Food contamination analysis of fish, meat and vegetable completed. 

First draft of detail risk assessment completed.* 
* 	 Recommendations for risk reductions are being developed. 

* 	 Public outreach information program is being prepared. 

Demonstration project "Air Quality Management" 

Basic data for technical site audit of monitoring networks prepared.* 
model transferred to the 

+ 	 Dispersion model used in Phase I of Silesia project and BLP 

Czech institutions for routine operation. 
Phase I of a specific "30-days" study was completed to identify details of air pollution

* 
quality and quantity in urban areas of Ostrava Town. 

* 	 Phase It of the "30-days" study isbeing prepared. 

* 	 Data and conditions for improving the existing early warning system in Ostrava region by 

transfer of US-EPA experience prepared. 

Demonstration Project "Risk Reduction of Abandoned Industrial Lands - Karolina" 

* 	 Review of recent hydrogeological investigations and preliminary risk assessment performed 

by Czech institutions performed by Region III US-EPA. 
for detail analysis of site contamination (improvement the project

+ 	 Recommendations 

developed by Czech institute) prepared.
 

Data for human health risk assessment are being prepared.
* 

Information Center of Silesia Project 

Information Center of Silesia Project founded as the focus point of public and professional
* 

information provided by the Silesia project and as the focus point of US-EPA methods in 

Ostrava and Czech Republic as well. 

+ 	 Geographical Information System developed, equiped and implemented. 

+ 	 The Risk Assessment training course for public performed. 

Specific trainig for environmental conflict resolution performed in cooperation with WWF.
* 
+ 	 The training courses of Environmental Enforcement and of Environmental Economics 

performed in cooperation with US-EPA; repeating these courses prepared for 1995. 

Negotiation Skills Development 
* 	 Technical and environmental site audit for the used oils refinery OSTRAMO Vl]k and 

Comp. Ostrava performed. 
VI6ek and Comp.between Ostrava Town and OSTRAMO* 	 Proposals of an agreement 

developed and negotiated (the agreement was signed in October 1993); accepted by central 

a model example of solving environmental
and local authorities, industry and public as 

problems in urban areas. 
+ 	 The citizens'activities (forming a"watch-dog" group) supported. 

* 	 Independent assessment of the quality of respecting the agreement provided. 

Negotiation between Ostrava City and Ostrava-Karvini Coke Ovens Comp. (please see the
* 

Oven Emissions" above) is being
demonstration project "Reducing Risk of Coke 

supported. 
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AIR QUALITY MANAGEMENT
 
A demonstration sub-project of the Project Slezsko/Silesia
 

OBJECTIVES
 

The basic objective of this sub-project is to assess the
 

present state and to interpret information about air quality in
 

the Ostrava-Karvind region, and to improve work through the
 

transfer of suitable methods from the USA. A part of the
 

sub-project is also the training of Czech experts in the new
 

methods.
 

The information about air quality is not the only
 

information about quality of the environment we are living in,
 
but it is also the basis for decision-making from the bodies of
 

the
state administration and autonomous state organs 

decision-making so that our environment may be better it is
 
today.
 

STRUCTURE
 

A) Air monitoring
 
- The auditing of existing measuring networks of the Czech
 

Hydrometeorological Institute and the Regional Hygiene
 

Institute.
 
- The recommendations for the existing state improvement.
 
- The immediate improvements of monitoring according to the
 
audit results.
 

B) Air modeling
 
- The transfer of the US-EPA models and modeling's training.
 
- The comparison of the US-EPA models with those in use in the
 
Czech Republic.
 

- The comparison of the model results with reality.
 

C) The analysis of air pollution sources
 
- Data gathering about medium-sized pollution sources in the
 

territory of the town of Ostrava.
 
- Data gathering about small pollution sources on the territory
 

of the town of Ostrava.
 
- The calculation of the percentage of eachindividual source
 
type.
 

D) The information for the general public and professionals.
 

E) Collaboration with the institutions responsible for
 
decision-making.
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DESCRIPTION
 

the present level of measuring networks of
 
- The assessment of 


by Czech Hydromeieorological
air pollution, operated the 


Institute and the Regional Hygient Institute and 
an elaboration
 

improvement (an evaluation of the
 of recommendations for their 

the measured characteristics
placement of stations in the area; 


the sampling methods and sample processing; the
 
and pollutants; 


in There will be
 
measuring and evaluating techniques use). 


carried out a 30-day measurement in Ostrava, from 
which results
 

air, which are the
 it will follow which pollutants are in the 


health of the inhabitants and those will be
 
most risky for 

further observed in more detail.
 

- The routine work with air pollution models used in the USA,
 

their comparison with models and techniques being 
used till now
 

information

in the Czech Republic, and their link to local 


for the state and 1ocal authorities and for the
 
systems 

inhabitants.
 

- The improvement of forecasting adverse air pollution 
situations
 

through the use of methods applied in the USA.
 

- A detailed determination of air pollution sources and the
 
(large,
of particular source types
relative impact 


small sources; local heating units;
medium-sized, 

transportation) on air pollution in Ostrava.
 

RESEARCH TEAM
 

the Czech side, the specialists from the Czech

From 


Branch Office in Ostrava, the
Institute -
Hydrometeorological 

the Czech Inspection of
 

Regional Hygiene Institute in Ostrava, 

of Air Protection, the Municipality
Environment - the Department 


in the project;
University take part
of Ostrava and the Mining 

be also engaged
the representatives of companies concerned will 


the in completionin of concrete tasks.
 

Quality
Therefore the objective of the project "Air 


Management" is the increase of air quality information 
as a whole
 

general public and professionals and the improvement of
 for the 
 state

grounds for decision-making from the bodies of 


administrative and autonomous regional agencies.
 

2
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THE REDUCTION OF RISK FROM SURFACE VATER POLLLION
 
- THE BIOCEL COMPANY, PASKOV
 

A demonstration sub-project of the Project Slezsko/Silesia
 

The necessity to reduce risk of surface water pollution
 
specially the Ostravice and Odra rivers),is among the top
 
priorities for environmental improvement, which in its
 
consequence will lead to a reduction of the Baltic Sea's
 
pollution.
 

Vithin the framework of the Project Silesia Phase II, the
 
case of the BIOCEL Company in Paskov has been chosen as the
 
demonstration sub-project for the solution of above mentioned
 
problem.
 

OBJECTIVES
 

1. To reduce the Baltic Sea's pollution by lowering the pollution
 
levels of the Ostravice and Odra rivers by eliminating
 
pollution sources.
 

2. To comply with the new, more strict pollution limits
 
given by the Vaste Vater, Air Emissions and Vaste Acts.
 

3. To create economic and environmental conditions necessary for
 
further development of the BIOCEL COMPANY.
 

4. Based on knowledge obtained, to develop a model solution for
 
other problems.
 

DESCRIPTION
 

The technological change will be based on a replacement of
 
present chlorine bleaching process of pulp by a non-chlorine one,
 
using oxygen, hydrogen peroxide and ozone; this change will
 
require an investment of approximately 746 mil. K6, which will be
 
spread over the years 1993 - 1995.
 

Vithin the framework of this sub-project, the help for the
 
BIOCEL in Paskov will be aimed at an independent evaluation of
 
the technical solution, which is being prepared, at an
 
anticipated ecological contribution of the activity and the
 
project's ecological vitality, including a verification of
 
marketing presumptions.
 

For the verification of the economic vitality,
 
a mathematical model is used, which enables us to model different
 
variants of the future development of the amount of sales, the
 
costs for raw material input, power, etc. - and thereafter To
 
find out the company's revenue situation, related to the
 
considered time spread of installments for granted credit.
 

v l\k.. 
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Therefore this project's part will prove whether the company 
will
 

be able to pay off the requisite credit in general - and what
 

on the company's cost flow.
impact this fact will exert 


content and the structure
The summary joint material - the 

of which will fully correspond with the requirements of financial 
- will be exploited in theinstitutions in developed countries 


for the considered
 process of obtaining financial sources 


technology change.
 

RESEARCH TEAM
 

In working out this sub-project the research team has been
 

created from representatives of the BIOCEL Company in Paskov,
 
of
INORGA and the US-EPA. This team leans on the help 


team, which includes representatives of the
 a so-called greater 

Institute for
Municipality of the Ostrava, the Research 


Vater Supply, the Odra Basin, the District Office
Management of 

of Fr9dek-Mistek and of foreign companies EPIC and Lenzing.
 

2
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THE REDUCTION OF RISK FROM FOOD CONTAMINATION
 
A demonstration sub-project of the Project Slezsko/Silesia
 

OBJECTIVES
 

Vithin the framework of the Project Silesia Phase I, basic
 
information from food contamination has been included among main
 
risk sources for the inhabitants of the area in interest.
 

Because this risk was determined on the basis of findings
 
from non-systematically taken samples and food consumption data
 
for the risk calculation was given by the Czech Statistical
 
Office and by the VHO, we worked out a further procedure for
 
refining the manner in which these data were obtained.
 

Through making the input data more precise and through the
 
subsequent calculations, the risk determined in the Project
 
Silesia Phase I can be confirmed or it also can be found that the
 
measures, which were done, have reduced the risks from food
 
contamination.
 

STRUCTURE
 

A) The taking of samples and their laboratory analysis.
 

B) The analysis of food consumption habits and the 24-hour
 
consumption for individual kinds of food by the region's
 
inhabitants.
 

C) The identification of food sources in families.
 

D)^ The calculation of the risk rate from food contamination by
 
the region's residents.
 

Ad A) The taking of samples and their laboratory analysis.
 

The sampling is carried out for those kinds of food (beef
 
and pork, fish, poultry, sugar, wheat, milk, eggs, drinks,
 
strawberries, apples, carrots, potatoes and cabbage), which are
 
grown and bred in the area of six districts involved in the
 
Project Silesia. The laboratory analysis is focused on
 
concentration data for heavy metals, protective organic
 
substances used in agriculture and forestry and on the level of
 
PCBs.
 

Ad B) The analysis of food consumption habits and the 24-hour
 
consumption of individual kinds of food by the region's
 
inhabitants.
 

The analysis was performed in 1,600 households with the
 
method of gathering data by telephone. It consists of two parts:
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1. Frequency questionnaire - the frequency of consumption of
 

the most common groups of food;
 

regimen (what was
2. Identification of the 24-hour dietary 


eaten the day before by the questioned person).
 

Ad C) The identification of food sources in families.
 

It is carried out together with the data collection for
 

kinds of food from own production,
item B). It is centred on the 

e.g., fruit, vegetables, meat, milk, honey, etc.
 

Ad D) The calculation of risk rate from food contamination for
 

the region's inhabitants.
 

After collecting all data from laboratory analyses and food
 
food contamination for an
consumption analyses, the risk from 


average adult of this region will be calculated.
 

RESEARCH TEAM
 

The research team consists of employees of the Regional
 

Hygiene Institute in Ostrava, the State Veterinary Administration
 

and foreign consultants.
 

2
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Negotiation Skills Develo ment
 

A support activity of the Project lezsko/Silesia
 

A model of negotiation between an entepreneurier (owner of
 
an industrial facility), City authorities, State administration
 
authorities, and general public in solving the question of so
called "environmental debts from the past" with regard to the
 
decision-making process about the future development of a given
 
facility.
 

The objective of this activity, that was first applied on the
 
OSTRAMO, Vldek and Comp., is to present (but more importantly to
 
exert) a negotiation model, widely used in similar situations in
 
the United States, and to stimulate participants involved in the
 
negotiation to apply this negotiation procedure routinely as
 
a tool in solving the conflict situations in the future as well.
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USAID Multiple Pollution Sources Management 
Novokuznetsk 

Project Overiew 

Novokuznetsk (NVK) is an industrial city of 600,000 located in the 

Kuzbass coal region in southwestern Siberia. Its economy is based on 
heavy 	 industry - steel, aluminum, ferroalloy, pharmaceuticals and coal 
mining. NVK has been named as one of Russia's most polluted cities. 

The EPT Project has two goals: to reduce pollution-related risks to pub
lic health and to contribute to environmentally sustainable economic de
velopment. 

The pollution program will focus on improving drinking water, 
controlling air pollution and institutionalizing industrial environ

mental 	audits. 

The sustainable development program will support the city's stra
tegic planning process for achieving economic and social restruc

turing (Novokuznetsk 2010), and provide guidance and training 
for new entrepreneurs and matchmaking with U.S. companies. 

Progress to Date 

In June, Nikolai Korolyov, Executive Director of the 
Novokuznetsk Development Fund, spent 3 weeks in the UnitedStates, 	working with U.S. task managers. Together they devel
oped the plan for Russian participation in U.S. technical assistance 
efforts. 

* 	 In July, a drinking water team from NVK, including both drinking 
water producers and regulators, visited the United States. The 
Russian visitors were exposed to U.S. practices and technologies
that can improve the quality of drinking water in NVK. 

* 	 InAugust: 

An air pollution design team spent 3 weeks inNVK devel
oping a strategy to control particulate pollution from 180 
district heating plants and to upgrade the city's air pollu
tion program. 

*.". 	 (over) 



In August (continued): 

The sustainable development task manager spent 3 weeks in NVK working with 
Russian counterparts preparing to implement the NWK 2010 planning process. 

A team of U.S. drinking water laboratory experts visited NWK and recommended 
improvements in the laboratories of regional and city regulatory agencies. 

a re-Working with his counterparts, the drinking water task manager developed 
fined schedule of future work. 

In September and October, a team of U.S. specialists conducted a 6-week training pro
gram in industrial environmental auditing in NVK. Participants included both environ
mental managers from large enterprises and independent engineers who will subsequent. 
ly provide audit training conduct audits at other industries. 

Next Steps 

In early 1995: 

Joint teams of U.S. and Russian specialists will begin the 2010 planning process. 
Areas to be addressed include economic development, the environment, public 
health, education and public administration. Public participation will be fostered. 

water and air pollution will beAdditional tasks now being defined in drinking 

conducted in NVK.
 

Contacts 

The U.S. and Russian contacts in NIVK are Peter Niederberger and Nikolai Korolyov, respec

tively. Both are located at the Novokuznetsk Development Fund, Room 45, Sverdlov Street 20, 
Kemerovskaya Oblast, Novokuznetsk, 654080. Telephone: 7 (3843) 45-83-45. Fax: 7 (3843) 
45-83-45 or 45-64-46. E-mail: <ecokuzbasaglas.apc.org> 

You may also contact Michele Brown at USAID/loscow, Bolshoy Deviatinsky Per., Dom 6, 
121099 Moscow, Russia. Telephone: 7-095-956-4281. Or, contact Ron Greenberg at USAID/ 
Washington, Office of ENIEEUD/ENR, Room 4440 NS, Washington, D.C. 20523-0053. Tele
phone: 202-647-7315. 
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USAID Air Quality Management
Volgograd 

The purpose of this pilot project is to develop a long-term strategy to obtain significant reductions in public health related air pollution impacts.
 

It will demonstrate alternative approaches to improving air quality management and serve as a model for other industrial areas in Russia. A
 
combination of new technology, training and increased public awareness

will result in (1)a measurable reduction in public health-related air pol
lutants and (2) a specific long-term strategy for the Volgograd area. 

Progress to Date
 

Air monitoring equipment delivered and operators trained.
 

Inventory of point pollution sources in the Volgograd region.
 

Air pollution audits of nine enterprises to identify low cost'no cost
 
control measures.
 

Training in visible emissions evaluation.
 

Subcontracts with six Russian organizations to implement project
 

activities.
 

Next Steps 

A large-scale inventory of air pollution sources. 

Train auditors in air emission control assessments and conductadditional audits to implement pollution reduction and prevention 
measures. 

Work with officials to set realistic healthbased emission stan
dards. 

(over) 
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Develop a strategy to restructure specific enterprises in order to improve air quality by 

emphasizing technology options, economic incentives and investment potentials. 

Establish a training center for air quality improvement techniques in Volgograd. 

Implementors 

The primary implementors of this program are the U.S. Environmental Protection Agency 

(USEPA), the Ministry of Environmental Protection and Natural Resources, and the Volgograd 

City Environmental Services Administration. The U.S. firms SAIC and CH2M Hill and five 

Russian institutions also provide assistance. 

# # 

c \doc\ractshts'.'ussia~volgoi12.22"94/1131 



USAID Industrial Environmental Management 
Nizhnii Tagil 

tS4iD P',r.. "'Xe.M C.. CH.%I 'JILL 

EN\IRO\NIENTALPOLICY AND Nizhnii Tagil/Sverdlovsk Oblast, like other Russian cities, faces numerous 
TECHOLOY PROJECT environmental, health and economic challenges as it moves forward under 

CHI HILL Int-maionala a democratic system toward a market economy. Most industries in 
servtcm.Inc. Nizlhnii tagil, until recently defense related, must now find new products

and markets for distribution in order to remain viable. At the same time, 
Center for Internatonal this "environmental emergency zone" in the Ural Mountains must ensure 

En,,ronetalLaw that new industry is developed in an environmentally sound manner. 

Cl.uk A,,!aa L'n: andcrntty 

he HLstnuflv B!.-ckCo;;!es The objectives of this pilot project are to strengthen the institutions, bothand U'ni',cmrei 3.zd.nMinori wiaons 
 public and private, which are involved in environmental decision making;to reduce health risks posed by pollution; and to train environmental pro-
ConsortiumfortcrnemationaJ
fessionals in new technologies and methodologies and to increase public 

Dne!opment awareness of environmental issues. 

ECI Environmental
 
Cornplianc. Inc.
 

&-oj,,,sProgress to Date 

Hanird Instirze for Agreement to cooperate signed by three U.S. and seven Russian 
Intermonal DeNelopmnl organizations on February 16, 1994. 
Hushes Tcchnica, Sr% ces 

Compay Russian 	 site manager retained and U.S. project coordinators 

ntnerfaxA nAcy placed in Ekaterinburg and Nizhnii Tagil. Russian staff hired. 

Inte.national Forty professionals trained in environmental management courses.ograms 
Consori.,'. Inc. held in Ekaterinburg and Nizhnii Tagil in May.
 

lnrernat~onal, Resources
roup.rd. Conference for 120 Russian and 20 American participants held 
May 24-25, 1994, to commence project activities. Workshops

K&NIEngine,.ngConsulring included: Pollution Prevention/Environmental Audits; Environ-
Corporation mental Planning and Comparative Risks; Institutional Strengthen-

Oeden Environmental and :ng; Health Assessment; and Environmental Education. 
Eng Serices Company. Inc. 

Price Walthouse Preliminary survey of environmental problems at six enterprises. 

World Widlife Fund, Inc. 	 Pollution prevention audit of a medical instruments plant recom
mending significant reduction in wastewater discharges. 

(over) 
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Next 	Steps 

* 	 Local institutes and academic institutions to develop curricula and teacher training in 
environmental education for all school levels. 

* 	 Fall training courses in risk assessment and comparative risk. 

Audit 	of municipal drinking water system. 

* 	 Development of "white paper" to guide future activities related to water treatment. 

Implementors 

The primary implementors of this activity are the U.S. Environmental Protection Agency 
(USEPA), Nizhnii Tagil City Administration, CH2M Hill Consortium, Institute for Sustainable 
Communities, Tagilecoprom Environmental Protection Center, Interraion Committee for Envi
ronmental Protection, Center for Sanitary and Epidemiological Surveillance, and the Ministry 
for Environmental Protection and Natural Resources. 

###
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USAID Sustainable Natural Resources-

rManagement 	 and Biodiversity Protection Program 

Russian Far EastIS46.-.-. as c:I HILL 

E.N 	 IRO ,IENTAL POLICY AND 
TECH'OLOGY PROJECT Russia's immense forests account for nearly a quarter of the world's forest 

and timber volume and are 	a critical global resource to buffer the effects 
CH2M 	 ILL InterutioIal 

Sevices. In. of global climate change since they take up vast amounts of carbon diox
ide. The Russian Far East (RFE) forests, 75% of the area, provide 80% 

Center for International of the region's hard currency earnings, and contain Russia's most biologi
-Environrxnul La% cally diverse terrestrial region, the Sikotin-Alin home of the endangered 

t 	 Amur Tiger.k Atlanta Unifctrv and 


tthHt or.caJl% Black Coleles
 
ind 'ni.'riies ,fd These forests are in crisis. They have not been managed for either sus
.,+inor [,,:,:IU,,ns tainable yield economic productivity or habitat protection. The forest 

are re
consortium for nterniti.aor products sector is collapsing and unsustainable forestry practices 

Deteloprnent suiting in significant habitat and economic loses. 

ECIEnvironmental The purposes of this program are to (1) promote environmentally sustain-
Compliance. I. able forest management and (2) to enhance protection of endangered spe

E:ojuris cies and critical habitat, in the Sikotin-Alin region. 

Harvard Insri:ate for 
[Iertiooal Dee!cp mnt Progress to Date 

Hushe.s Technical Services 
Company Agreement to cooperate signed by the U.S. Agency for Intema-

Development (USAID) and K-habarovskii and PrimorskiiInirfax Ational 
Krai (Territory) Administrations to implement key activities in 
sustainable forest management, integrated resource planning, de-Irternatiomn Nograms 

Con~r.icm. I c. 	 velopment of a regional biodiversity strategy, and enhanced pro

tection of parks and preserves.Intenrnaioflal Resources
 
Group. Lid.
 Russian Coordinating Committees established with representatives 

K& MEnginering Consulting of numerous governmental and nongovernmental (NGO) organiza-
Corporation tions. 

Ogden Envi ronrnul and U.S. 	 and
Energy 	 ServicesCompany. In,. 0 Offices established in Khabarovsk and Vladivostok. 

Russian staff retained with expertise in business development and 
P ,'crtmie biodiversity protection. 

World Wild~it¢ FutA Inc. 	 Forest fire prevention demonstration areas identified and some 
equipment is being provided for forest fire prevention and control, 
as well as for forest regeneration and geographic information sys
tems. 

(over)~ 
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Developed linkage between the Far East State University and Washington State Univer. 

sity. 

Funding provided to Russian specialists to develop a land use planning strategy to pro
tect the Ussuri-Gavino River Basin as part of an international platning effort by Russia, 
China and the United States. 

Next Steps 

Establish Small Enterprise Development Fund to co-finance the initiatives of small en
terprises to use forest products (timber and non-timber) or services in a financially and 

environmentally sustainable manner. 

Conduct market studies to identify promising products, services or downstream produc

tion opportunities for the forest sector, and to provide clearinghouse and information 

services for potential investors. 

Policy and legal analysis on: (1) the market and non-market biodiversity values of mul

tiple-use forest management; (2) improvement of the total economic value of extracted 

timber and other forest products; (3) and the application of market-based incentives to 

discourage unsustainable forestry practices and to encourage conservation of areas of 

biodiversity. 

an NGO and local community development grant program and a ConservationDevelop 

Trust Fund.
 

Develop forest and ecosystem inventory database management systems and demonstrate 
compatible resources management in an area of present conflict between tiger habitat 

and commercial logging. 

Provide assistance in forest regeneration activities. 

Assist in the creation of new protected areas and introduce anti-poaching and anti-en
croachrment programs. 

Program Implementors 

Program implementors include the CH2M Hill Consortium, World Wildlife Fund, ISAR, Har

vard Institute for International Development (HIID), Ecologically Sustainable Development, 

Inc., Khabarovskii and Primorskii Krai Administrations, MEPNR, Federal Forestry Service of 

Russia, Russian Federal Service for Geodesy and Cartography, Khabarovsk Territory Hunting 
Committee, All-Russian Society of Nature Protection, Wildlife Foundation, Khabarovsk Branch 

of the Geographical Society, Pacific Institute of Geography (Far Eastern Branch, Russian Acad

emy of Science) and Economic Research Institute (Russian Academy of Science). 

#fi# 
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The EPT Project in Central Asia 

In October 1993, Secretary of State Warren Christopher announced that 

the United States would contribute $15 million to the Central Asian Re

publics (CAR) for assistance and for fostering regional cooperation in the 

Aral Sea Basin. USAID NIS Task Force, State Department S/NIS and 

Eur/ISCA, and the Office of the Vice President worked to develop a 

specific focus for assistance and agreed to provide: 

1. 	 potable vater and public health education projects to communities 
most affected by wkaterbome diseass and increasing infant mortal
ity 

2. 	 technical assistance and training to support regional cooperation in 

water management 

In October-November 1993, a learn worked in the Aral Sea Basin to de

velop rapidly implementable program activities in the Aral Sea Basin. 

The team traveled to Almaty, K.zy.l Orda, Aralsk, Kazalinsk, Ashkabat, 
Tashauz, Charjew, Tashkent, Urgench and Nukus. Team members met 

\%ith the heads of ministries and local authorities from sanitary epidemi
enological services, hydrometeorological services and local water plant 

gineers. They also met with heads of local water districts and authorities 

in state collective farms. 

The team identified high priority areas for assistance and target groups 

most severely affected by waterborne disease. Discrete activities were 

proposed within the two assistance categories. 

Activity No. 1 - Potable Water and Public Health 

Kazakhstan -.4ralsk-KazalinskPotable Water Branch DistributionSys

tem, Pubic Health Edu,cation and LaboratoryAssistance Project. This 

activity will extend availability of a piped drinking water supply to two 

towns and improve the present water distribution system as needed. It 

will also support improvement in public health and sanitation practices. 
The health of residents in both towns is negatively affected due to con

taminated drinking water supplies. 

(over) 

r.., DC 	 ..t.SAII 	 ...... \ i.i..;2:i ' -.. s",d,.. SSk.T nc C' 5.!4IF,'. , \ 



Turkmcnistan - Taqhauz Reverse Osmosis Potable Water, Public Health Education and Lab
oratory Assistance Project. This activity provides a reverse osmosis drinking water treatment 
system to a region with the highest infant mortality in the Aral Sea Basin. Public health, sa. 
tation and health education training activities complement the technical component. 

Uzbekistan - KaraklalpakstanPotable Water, PublicHealth Education and LaboratoryAssis
tance Project. Epidemiological data in the Khorazm Oblast and the Republic of 
Karakalpakstan show high rates of morbidity attributable to poor drinking water quality, sani
tation and to environmental degradation. Two municipal water treatment plants serving Nukus 
and Urgench %%ill be modified to improve effluent water quality. Plant operations and mainte
nance, as well as water quality laboratory capabilities, will be improved through technical assis
tance, training and equipment. This activity includes public health training of local sanitar" 
epidemiological services and health education. 

Activity No. 2 - Regional Cooperation: 
Capacity Building and Management for Water Resources 

U.S. water management and environmeutal protection study tour. In April 1994, 22 gov
errment water resources officials - from the fields of management, planning and policy - trav
eied to the United States for two weeks. Their study tour took them to the Colorado River Ba
sin, the Central Valley Project and the State Water Project in California. This activity provided 
the delegation with the U.S. perspective and expertise on water management in a region similar 
to the Aral Sea. 

Regional water management conference in Tashkent, Uzbekistan. This activity, scheduled 
for 1994, will help leading ;cientists and technical organizations to address water management 
problems. Regional technical workshops on topics covered at the conference will follow. 

Professional partnerships between water management experts in the United States and the 
CAR counterparts. Modeled after successful utility partnerships programs in other areas of 
the NIS, this program provides a basis for professional exchange and informal education be
tween U.S.- and host-country organizations facing similar challenges. 



9ad Seea: 
The EPT Project in West NIS 

(Ukraine, Belarus and Moldova) 

.I11\()I ,, I'l(IH r The U.S. Agency for International Development's (USAID) environmental 
assistance program in the western republics of the Newly Independent 
States (NIS) promotes sustainable economic development through envi

ronmental projects that ensure environmental protection, resource conser
vation and public health. The three countries ii,this region are Belarus, 
Moldova and Ukraine. 

Current Issues and Constraints 

The centrally planned economies of the former Soviet Union emphasized 
production, with little consideration to resource conservation or environ
mental management. The result was extensive environmental degrada
tion, massive pollution and significant health problems. 

The present economic situation is desperate, which contributes to a gen
eral decline in overall human health due to shortages of food, medicine 
and heat. The health consequences are exacerbated in many areas by pol
luted drinking water, poor air quality and contaminated food. Agencies 
responsible for environmental management are weak and fragmented, and 
data on environmental quality necessary for effective decision-making is 
either nonexistent or suspect. 

West NIS Envirnmental Action Strategy 

USAID's program initially focuses on Ukraine, with a modest Moldova 
component; assistance to Belarus Aill be developed at a later stage. Key 
program elements are: 

1. Set environmental priorities and target U.S. assistance. Wo~k
shops will be held ,ith senior representatives of Ukrainian envi
ronmental agencies to identify and prioritize major environmental 
issucs, and mutually target U.S. activities. 

(over) 
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3. 

4. 

5. 

Qairkly initiafl' several small projects. These projects will demonstrate U.S. commit
ment to providing environmental assistance and will aim to facilitate more effective de
cision-making. For example, a survey is planned of current chemical laboratory capa
bilities in Ukraine, in order to determine whether a new facility should be established to 
help assess the extent of environmental contamination. 

Design and initiate several larger environmental assistance projects in various sec
tors of the environment. Drawing upon the results of numbers (1) and (2), above, un
dertake pros -cts in various sectors of the environment to address high-priority environ. 
mental issues. Assistance projects under consideration include 

$ 	 Urban/industrial cnvironmental health risks: Improve municipal drinking 
water and waste management services. Reduce industrial air and water pollution. 

0 	 Rural: Improve drinking water supplies in Moldova, which have been largely 
contaminated by excessive applications of agrichemicals. 

0 	 Aquatic and river basin: Effective water resource management of the Dnipro 
River basin, which is the source of drinking water for 30 million people, but re
portedly is heavily contaminated. 

0 	 Marine: Improve wastewater treatment in the Ukrainian port of Odessa, which is 
contributing to the polluting of the Black Sea. 

* 	 Trausnational: Evaluate point and non-point pollutant loads into the Pruit River 
basin, a sub-basin of the Danube River. 

Design and initiate several environmental assistance projects to address special en
vironmental and industrial problems. Projects tinder consideration include 

Low-cost improvements: Evaluate low-cost means of environmental improve
ments 	that result in substantial cost-savings at large industrial complexes. 

Radiological contamination: Review extent of radiological contamination and 
recommend measures to address most urgent issues. 

Provide technical advice. At the invitation of Ukraine's Ministry for Environmental 
Protection, participate on a joint "Ukraine-U.S. Advisory Committee on Environmental 
Issues During Economic Restructuring." 

##
 



III. APPLICATION OF LESSONS LEARNED
 

INSTRUCTIONS FOR WORKGROUP SESSIONS
 

2:00 to 3:30 p.m.
 

We will divide the main group into 5 workgroups. Each
 

workgroup will use the information from the papers and the
 
identify key lessons learned from USAID/CEE
presentations to 


environmental programs and develop applications of those lessons to
 

selected NIS programs or other special cases.
 

fact sheet about your program or
STEP 1. Read the one-page 

case (located at the end of tab 5 in notebook). Ask
 

clarifying questions of area expert in your workgroup.
 

STEP 2. Divide your workgroup into smaller teams to identify
 

key lessons from each of 5 building blocks (policy reform,
 

institutional reform, investments, risk assessment, and least
case. There
cost planning) that pertain to your program or 


will be 1 to 3 people per team depending on your group size.
 

STEP 3. Share key lessons among workgroup members and discuss
 

how to apply the lessons in each of the 5 building blocks.
 

STEP 4. Identify how the applications will lead to
 
environmental improvements.
 

STEP 5. Prepare a summary of results with some details about
 

at least one area of major importance.
 

3:45 to 4:30 p.m.
 

We will re-convene the main group for a series of
 

presentations of results from each workgroup.
 

4:30 to 5:15 p.m.
 

We will conduct a general discussion of the presentations,
 
with questions and answers, and delineate the overall conclusions
 
from the workgroup exercise.
 



NRM NIS CEE DC Con Pol EPA 

Sugrue 

Tarrant 

(Team Leader) 

(Expert) 

x 

x 

-

Haynes 
x 

Sartonov x 

Hale 
x 

Klose 
x 

Branovsky 

Markandya 

x 

x 

* NIS = AID/NIS 

CEE = AID/CEE 
DC 
CON 

= AID/Washington 
= Contractors, Grantees 

POL = Policy 
EPA 



CAR NIS CEE DC Con Pol EPA 

Posner (Team Leader) x 

Kalinoski (Expert) x 

Dreyer x 

Borrazzo x 

Dubowitz x 

Feeney x 

deMarcken x 

Hafner I x 

Owen x 

* NIS = AID/NIS 

CEE = AID/CEE 
DC = AID/Washington 
CON = Contractors, Grantees 
POL = Policy 
EPA 

\
 



WNIS NIS CEE DC Con Pot EPA 

Hough (Team Leader) x 

Osborn (Expert) x 

Mitchell 
x 

van Kempen 
x 

x 
Thompson 

Pecikiewicz 
x 

x 
Anderson 

Cloutier 
x 

Cizkova 
x 

Hamilton x 

* NIS = AID/NIS 

CEE = AID/CEE 
DC 
CON 

= AID/Washington 
= Contractors, Grantees 

POL = Policy 
EPA 



EAP NIS CEE DC Con Pol EPA 

Tiffany (Team Leader) x 

Parks (Expert) x 

Phillips x 

Freer x 

Yoveva x 

Schulze x 

Sommers _x 

Daane x 

Pisko x 

Perry x 

* NIS = AID/NIS 

CEE = AID/CEE 
DC = AD/Washington 
CON = Contractors, Grantees 
POL = Policy 
EPA 



RUSSIA NIS CEE DC Con Pol EPA 

Bednar (Team Leader) x 

Rushing (Expert) x 

Pasarew x 

Marcil x 

Panehal x 

Rogers x 
Jakubowicz x 

Gordienko x 

deGraffenreid _ x 

Bever x 

* NIS = AID/NIS 

CEE = AID/CEE 
DC = AID/Washington 
CON = Contractors, Grantees 
POL = Policy 
EPA 
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European Bank for Reconstruction and Development (EBRD) 

PPC Case Study 

Romania Municipal Utilities Development Programme 

1. Project Objectives 

The key water sector issues are indicated in the box below. In view of these 
issues, the objectives of the MUDP are to: 

Rehabilitate and upgrade municipal water and sewerage systems in five 
cities which will improve the quality of water services, increase the 
productivity of existing assets, and bring environmental benefits; 

Enhance the operational and financial performance of water utilities and 
develop their creditworthiness; 

Strengthen the capacity of municipal authorities and their water 
enterprises to provide adequate and reliable public services; 

Establish a decentralised system of investment funding that promotes 
economic efficiency in resource allocation and instils financial discipline 
in investment identification; and 

* Introduce credit as the predominant source of investment financing. 

2. Environmental Issues 

The primary environmental issues facing the water supply and waste water 
sector are: 

* 	 Inefficient resource use and pollution of ground and surface waters
including the Danube on whose tributaries the Project cities are located
due to the poor quality of waste water collection and treatment; 

* 	 Over-consumption of water and waste water services and, in conjunction 
therewith, depletion of ground water sources, due to leaking water 
distribution and sewerage networks, low user charges and absence of 
demand management; 

* 	 High energy use resulting from leakage, over-consumption of S,.,rvices and 
system deficiencies, compounded by the use of energy-inefficient pumping 
equipment. 



guarantee provides final comfort to the Bank. The MUDP is a first step towards 
non-recourse financing in the sector. 

Asset maintenance and replacement: Through the project, a mechanism will be 
established for the first time in Romania for the water companies to make adequate
provision for asset maintenance and depreciation, through the establishment of a 
special reserve fund. 

Catalytic effectfor thefiture: The project has enabled institutional structures and 
approaches to investment processing to be established at central and local level,
which can be generalised and applied to municipal financing in the water supply and 
waste water sector across Romania. This goal will be furthered through the next 
phase of the programme. 

5. Donor Involvement 

There has been substantial donor support both in the preparation of the MUDP, in 
loan implementation, and now also in preparations for a second phase of the 
programme. 

MUDP 
Preparation 

Donor/amount 
Netherlands, approx $ 1 in 

Purpose 
Technical assistance for project preparation 

MUDP 
Implementation 

EU-PHARE, approx $ 300,000 
EU-PHARE, approx $1 m 

USAID 

Technical assistance for project preparation 
Technical assistance for institutioa building and 
physical and fiancial project implementation 
Support to project implementa!ion inBrasov
and Craiova 

MUDP II Netherlands, NLG 4.9 m Preparation of a second phase of the 

Denmark 
programme, institution building 
Complementary technical assistance in Brasov, 
water supply ajid waste water 

France (tentative) Coordination of project preparation activity in 
Constanta 

EU-PHARE (to be areed) Investment support 

6. Lessons Learned 

Use of consultants: (i) The borrower/client should be involved right from the start 
in preparing and agreeing consultant terms of reference, and in consultant selection 
to the extent possible. (ii) The MUDP showed the advantage of hiring water 
operators in combination with consulting firms; water operators can talk "water 
company to water company", and tend to have more direct experience in 
corporatisation and performance improvement than consultants, whereas the latter 
are good at structuring outputs and preparing action plans. 

Rehabilitationmay be more economically,financially and environmentally beneficial 
than new projects: The MUDP has transformed the approach of the five cities to 
capital investment from an approach based on solving water supply problems by
developing costly new systems and increasing orodiicion crn~citv in nn .. nr..-. 



based on improved resource use, rehabilitation and modernisation of existing 
facilities. Although rehabilitation work is not so politically excitirng, it is more 
efficient where existing systems are in very poor states of repair, and where water 
losses are as high as 50-60%. 

Environmentalinvestments are hardtofinance, as they may not result in strong 
revenue streams: In some Romanian cities, there is no waste water treatment plant, 
and an investment in a new plant would be the most effective investment from an 
environmental perspective. However, in many cases, these investments do not 
imprcve water utility cash flow, and are simply not affordable. A balanced 
approach of financing water supply investments, and assisting the water companies 
to improve efficiency, will enable them to build up credit-worthiness to enable 
financing of environmentally more beneficial investments in the future. 

Difficulty of attractingdonorsupportfor the southern partof the region: Initially, 
it proved difficult to attract support for project activity in Romania and other 
countries in the southern part of the region. The Dutch Government and EU-
PHARE were the main sources of financing. However, now that the MUDP is 
under implementation, and is seen to be effective, many other donors (USAID, 
Denmark, France) have initiated activities linked to the MUDP. The Dutch 
Government is providing a major grant to support preparation of the second phase 
of the MUDP. It remains difficult, nevertheless, to obtain investment support. 

Involvemetu of Ministry ofFinance: The Ministry of Finance (MoF) is the main 
counterpart for the MUDP, primarily because the MoF is the statutory source of 
financing for municipal investments (including water supply/waste water treatment), 
rather than other line ministries. Involvement and close cooperation with the. 
Ministry of Finance from an early stage has been critical to the success of the 
project. 

Complexity of implementation of a multi-city programme: The implementation of a 
multi-city programme is complex, and requires elaborate preparation and strong 
support to project implementation. MUDP implementation arrangements were 
defined and established as part of project preparation, well before the project was 
submitted for Board approval. On similar projects, we would recommend 
consideration of implementation arrangements very early in the project process, and 
a strong programme of implementation support. 



GENERAL CONDITIONS AND ISSUES 

3.1 Economic conditions 

The economic climate in Bulgaria provides a relevant background to the current state of the 

environment. Since 1991, Bulgaria has faced considerable economic difficulties. Total 
Value added in the industrial sectorindustrial output has dropped 25 percent from 1990 to 1992. 

fell approximately 40 percent, while the declines in the agricultural and service sectors declined 

by 7 and 20 percent, respectively. Annual inflation was expected to reach 120 percent by the 

end of 1994. The population has suffered significantly during this difficult and long transition 

period. It is estimated that nearly 70% of the population live on the verge of poverty, as the 

prices of many goods have risen, while real wages have fallen. In addition, unemployment, an 

previously unknown phenomenon, rose from less than I percent to over 15 percent from 1990 

to 1993. 

Bulgaria's transition to a market-based economy has been slower than in other countries in 

Central Europe. Several reasons account for this, but Bulgaria's reliance on intra-CMEA trade 

was a significant factor in the speed with which the transition has been made. In 1990 up to 70 
was with the Former Soviet Union and the CMEA significantly limitedpercent of its trade 

Bulgaria's access to Western markets. With limited exposure to export earnings, the Bulgarian 
economy was caught in terms of trade crunch as it was forced to pay market prices for fuel. 

Because Bulgaria has limited quality fuel resources and many of its industries are energy
the FSU for oil and natural gas and will further pressure theintensive ensures reliance on 

national budget. The trade deficit has been exacerbated by UN trade sanctions against 

neighbouring Serbia. Ultimately the rate of Leva depreciation has been accelerated by these 

factors. 

The government has made significant progress in market liberalization and macroeconomic 

stabilization. In 1991, most prices were liberalized simultaneously with the introduction of a 

floating foreign exchange regime for the Leva. It appeared that the budget deficit was brought 
under control during 1991, falling from 8.5 percent of GDP to 4 percent, due to substantial cuts 

in governmeit expenditures. However, budget pressures caused from decreasing revenue and 
Budgetincreasing expenses (mainly for fuel) have caused to deficit to exceed its former level. 

shortfalls in the past resulted in Bulgaria assuming a significant amount of debt; the foreign debt 

load is $12 billion and foreign commercial debt is $10 billion. In fact the country renegotiated 
the terms of its commercial debt after it suspended debt service in 1992; 50% of this debt was 

written-off as a result of the negotiations. 

The sharp drop in economic activity from 1989 to 1993 was accompanied by major shifts in the 

composition of industrial output. The largest declines output have occurred in the iron and steel, 
machinery, electrical products, transport equipment and rubber industries. With the exception 

of power and heat generation, the overall composition of production has shifted from industries 

that are major air pollution sources to those that produce lower emissions per unit of output. 

However, this trend is expected to reverse as heavy industries begin exploiting export markets. 

Nx 



industrial production has been accompanied by a large drop 
The decline in nationand 1989 to 1993, it is estimated that consumption ofin aggregate energy consumption. From 

primary energy fell by 44 percent; consumption of petroleum products fell by nearly 75 percent 

Overall there has been a substantial shift towards greater 	reliance upon
and coal by 68 percent. 

an indigenous
Consumption of energy from nuclear 

nuclear power and domestic brown coal. 

brown coal, which are the main fuels for heat and power generation, have fallen by only one

less than other uses of energy due to 
of electricity and heat has fallen 

half. Consumption 
While prices of imported petrolcum and coal have been market

continued state subsidization. Price
 

determined since 1991, prices of natural gas and domestic brown coal remain controlled. 

domestic brown coal in particular have been artificially kept low in order to provide cheap fuel 

Despite increases in nominal electricity prices, neither the level 

for the thermal power sector. 

nor the structure of tariffs encourages efficient consumption. 

The recent change in the Bulgarian government is expected to have a substantial impact on the 

The Bulgarian Socialist Party, bolstered by a new majority in recent parliamentary 
economy. mass privatization, and fiscal discipline. 

elections, has pledged its support for market reforms, 

3.2 	 Environmental Overview 

1990. Overall pollution levels have 
quality has improved in general since 	 trueEnvironmental 	 the World Bank. Nevertheless, 

in hot spots identified by the GoB and 
decreased 

environmental reform has been delayed by the slow pace of economic reforms. Consequently,
 

progress on complex environmental policy formation has been slower than anticipated, whiled 

environmental improvements have mainly resulted from the economic and industrial slow-down. 

Overall, official data suggest that air pollution has been reduced considerably more than water 

Air quality in the main hot spots has improved since 1990 and generally correspond 
pollution. industrial activity. 
to the estimated fall in emissions from reduced 

of pollutants remain 
in its air quality, concentrations 

Despite substantial improvement 
spot areas, including Asenovgrad-Plovdiv,

in several of the priority hot
dangerously high 	 Additionally, Vratza, Stara Zagora, 

Kurdzhali, Pernik, and Pirdop.
Dimitrovgrad-Galabovo, 
Burgas, Pleven, and Sofia also represent areas of significant environmental health risk associated 

For Galabovo and Dimitrovgrad, worsening air quality is 

with high levels of air pollution. 
and particulateassociated in large part to the large thermal power stations located nearby which burn local low 

These stations are a significant soufces for SO, 
quality high sulphur coal. 	

has been largely flat during the emission 
whichindustrial activity,emissions. Increased 

as export markets are explored. Thus, emission levels 

observation period, will likely increase 

of all primary air pollutants will likely increase with increased industrial output. 

Discharge from 

Water quality improved significantly in most river basins from 1990 to 1993. 

industry is reflected in the improvement in water quality 	for the Jantra, 
well asagriculture, as 	 remain over heavy metal levels in the Arda and 

Serious concerns
Maritsa, and Tunja rivers. 	

from tlese sources has exacerbated the 
basins; irrigation using water 

Upper Maritsa river 
With the restructuring of the economy, the primary sources of water pollution will 

problem. 
likely be small and medium sources, rather than large industrial plants. 



Erosion continues to be one of the major sources of land degradation. Approximately 29 percent 

of the arable land is affected by water and wind erosion. Overuse of mineral fertilizers and 
Anincorrect irrigations have resulted in acidification and salinization of soil. inventory of 
1,913 ha. withpolluted lands in 1993 identified 19,358 ha. polluted with heavy metals, 

and 403 with acidification. Additionally, heavy metalradionuclides, 25 ha. with oil products, 

pollution from smelter aerosol emissions are a significant problem inKurdzhali, Pirdop, Plovdiv,
 

Elisseina, and Pernik. 

follows:The current priorities recommended by the World Bank to the Gob 	are as 

Reduce 	emissions of lead and heavy metals from metallurgy plants* 
o 	 Reduce exposure to air-borne lead from the use of leaded gasoline; 
0 	 Reduce exposure to high levels of particulates and SO, in Asenovgrad-Plovdiv, 

Dimitrovgrad-Galabovo, Kurdzhali, Pernik, and Pirdop; 
* 	 Reduce exposure to high levels of specific air pollutants in Burgas, Pleven, Sofia, 

Vratza, Stara Zagora and Varna; 
* 	 Minimize heavy metal contamination o drinking water and food supplies; 

Environmental policies identified to achieve these goals are; 

* 	 Strong incentives to encourage the use of unleaded gasoline; 
* 	 Substituting natural gas or other fuels for low quality coal and lignite used by 

This could be achieved byhouseholds, local district heating boilers, and power stations. 
creating smokeless zones, or through tax incentives; 

0 Promote low-cost "housekeeping measures at metallurgical and chemical facilities to 
reduce pollution and waste; 

* 	 Increase and maintain the real level of pollution fees and fines, especially for key 
pollutants. 

POTENTIAL PROJECTS 

District Heating Gasification, Plovdiv 

The town of Plovdiv is a major industrial town which problems with emissions from its two 
district heating systems. The two heating companies have developed aggressive programs to 
extend service to areas now heated only -with local boilers and furnaces which operate on poor 
quality fuels with no emissions controls. The cost of this extension is between $500,000 and 

$1.1 million, depending on the design of the system. The program has been developed to the 

point of detailed design, and will be ready for implementation by the end of the month. 

Beyond this first step, both heating companies have plans for replacement of boilers with gas 

turbine combined cycle cogeneration systems. These will likely be phased in over time at a cost 

in excess of $40 million. 



Stra ZagoraResidential Heating Fuel Conversion, 

areasthe residential
and short stacks throughoutResidential heating is a serious problem in Stara Zagora where there is neither a central heating 

nor gas service. The bad fuel to convert residential,company The municipality would like 
bad air quality. a 

contribute to very They are the minority stock holders in 

and public buildings to natural gas. 
commercial, a private gas engineering and distribution company to provide 

company formed with Overgas, where they can operate 
as a for profit company, will only serve areas 

gas to the city. Overgas, The barrier to 

Accordingly, their first priority is the industrial section of town. 

profitably. is lack of committed customers due to the 

movement into the residential and commercial areas 
These costs must be borne 

costs of converting the individual buildings and boilers to gas use. 

Overgas has suggested the creation of a fund which would loan money 

by the building owner. 

at favorable rates to potential residential and commercial customers to build momentum for 
be 

the
aThis could$2.4 million.

fund would require about 
town.gasification of the The 


combination of grants and loans.
 

Agrobiochim Fertilizer and Chemical Plant, Stara Zagora 

a large coal fired heating plant 

The large fertilizer company outside of Stara Zagora operates 
The plant is seeking assistance in implementing a large 

which lacks controls for sulfur dioxide. 
The cost is beyond the scale of the USAID/EAP program, 

scale flue gas desulfurization unit. 

and the health impact is less than the less costly heating project located in the town. 

Residential Heating Gasification, Dimitrovgrad 

is plagued with emissions from buildings in the 

Dimitrovgrad, like Stara Zagora and Plovdiv, 
The solution isconversion of these units to gas.
 

center of town burning wood, coal, and mazut. 


From a technical and health perspective this project is equivalent to the Stara Zagora project,
 

not fully developed for presentation.
but was 



Vulkan Cement Plant, Dimitrovgrad 

The national government has decided to close Vulkan in 1997 based on its adverse impact on 

the environment and population in Dimitrovgrad unless it can reduce its emissions to meet 

national concentration standards. Specifically, the plant will be allowed to operate if it installs 

proper emission control equipment, either through joint venture, privatization, or other means. 

Until that time, it will be only allowed to operate a significantly reduced capacity. 

Vulkan plant management have increased sales anI are concentrating their specialty cement 

production toward export markets, and they are convinced that the company can operate 
To address this issue, Vulkan managementsuccessfully once the pollution issues are resolved. 


contracted aGerman engineering firm to design a reconfiguration of the baghouse using existing
 

facilities and implementing a new filtration system. This proposal would reduce dust emissions 
to acceptable levels and allow the plant to continue to operate two kilns at full capacity. The 

proposal is estimated to cost 70 to 80 million Leva. Since the plant has no access to capital, 
outside financing is essential for this project. 

Neochim Fertilizer and Chemical Plant, Dimitrovgrad 

The Neochim Fertilizer and Chemical Plant currently meets emissions standards. This is due 
in part to the catalytic controls on its ammonia proouction units and also in part to the reduced 
production. Neither the plant manager nor local environmental officials identified any 
environmental projects at Neochim which they felt required or were appropriate for USAID 
assistance. 

District Heating Extension, Vratza 

Vratza like, many other towns, has buildings in the center of town burning bad fuel with not 
controls, and emitting the exhaust to the atmosphere through short stacks. The proposed 
solution in Vratza is to extend the district heating system. The cost is between $400,000 and 
$500,000. The project, however, is intended be done inconjunctions with improvements to the 
central heating boilers. 

District Heating Plant Improvement, Vratza 

The district heating system in Vratza is operated by a single company. The boilers and 
distribution system are in good condition, but low quality. The company would like to convert 
the boilers to natural gas for $600,000 and construct steam cogenerators at for $4.1 million. 
The project has been carried through the conceptual design and a scheduled and budget for final 
design and implementation prepared. The company has developed a plan which relies on loans, 
and has proposed a payment schedule which they can maintain if allowed to set heating prices. 

CHIMKO Fertilizer and Chemical Plant Desulfurization, Vratza 

A single stack at the CHIMKO fertilizer is responsible for half of the sulfurous emissions in 
Vratza, and contributes substantially to the town's poor air quality since it is located only 800 



for a unit
from three western companies 

The plant has solicited proposals 
m to the south. to H2S which can be

in the exhaustall sulfur compounds
which will catalytically convert 

emissions of sulfur compounds can be reduced by 99%,
recycled to the Claus unit. Total 

effectively halving the town, emissions and cutting ambient concentrations in half except during 

the peak of the heating system. The plant has evaluated the options, and then prepared their 
very capable,for the design are

The engineers responsible 
own design at much lower cost. most of the plant's process 
having worked the in the plant's research institute which design 

The total cost 
The plant also routinely fabricates units of comparable complexity. 


equipment. 

of the project is $1.2 million, but the plant, which is profitable, can provide partial financing. 

Unleaded Gasoline Production at the Bourgas Refinery 

Lead from non-point sources (i.e. cars and trucks) is the primary contributer of lead in Bulgaria. 

The most effective way to deal with this is to increase the production of unleaded gasoline at the 

Bourgas Refinery (the only major refinery in the country.) The World Bank has identified this 

as a hing priority project and it's especially interesting in that it deals with a systemic problem 

to $20 million.
The project cost is between $10 

by attacking the source. 
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PPC Case Study 

St Petersburg Water Sector Development Programme 

1. Introduction 

EBRD was requested by the city of St Petersburg and Vodokanal St Petersburg in 
1992 to assist the City in selecting management options for the municipal services, 
and to prepare a short term selective investment programme in order to increase the 
efficiency of the services. The pre-feasibility study was carried otjt with EU funding 
in two sectors: water and district heating. The prefeasibility study proposed a project 
concept in the water sector including the financing of a phased programme for 
improving the water supply and waste water system in St Petersburg The financing of 
the programme was proposed to be partially based on utilisation of the economic 
potential in Vodokanal's real estate properties. As a first step it was proposed to 
develop part of the old central water treatment plant site to a housing, office and 
hotel block as a joint venture between Vodokanal (local water enterprise) and a 
foreign developer. 

Upon completion of the pre-feasibility study Vodokanal and the Bank agreed to 
prepare Terms of Reference (TOR) for a full water sector feasibility study aiming at 
setting up investment priorities, establishing financial mechanisms to finance them and 
financing of short term priority investments in the sector and supporting investments. 
The process of developing this next phase of the project is described briefly in the 
following chapters. 

2. Background 

St Petersburg has a population of approximately five million and is the second largest 
city in the Russian Federation. The city's water supply is based on abstraction at 
several points on the River Neva, and treatment at five plants. The service suffers 
from two significant and interrelated problems. First, the quality of water delivered 
often fails to meet national and international standards. This is due to high levels of 
pollution in the River Neva and worn and out-dated water treatment installations and 
the poor quality of the distribution network. 

Second, demand for '.er is extremely high by international standards: per capita 
consumption estimates range from 550-700 lI/p/d, more than twice as high as the 
figures for comparable cities elsewhere. The capacity of the supply system is 
approximately 500 Mi/d less than demand. 

D) ' hIra iq 0- h;--c-cz ,d-..,reP of rvl,Itt;n ;n 0l-0. /',,# #.,. Is .. ,. ,.'- :



priorities and their financing and contribute to the reduction of water consumption 

and 	sewage in the city. 

The principle components of the proposed four years project are as follows: 

" 	 construction/completion of three water supply projects, designed to alleviate the 
present capacity shortage; 

" 	 a demand minagement programme, which will also help to alleviate the 
mismatch between demand and capacity and thus decrease the pressure for 
increasing further the water supply capacity; 

* 	 support to the first phase of an asset replacement and rehabilitation 
programme including water and waste water treatment plants and water 
reticulation and sewerage systems: 

" 	 the establishment of a waste minimisation advisory service within 
Lenkomekologia, the local environmental regulator; 

• support to the establishment of a drinking water bottling enterprise, which will 
be a joint venture between Vodokanal and a private partner or partners; 

" 	 support to the establishment of a real estate development joint venture between 
Vodokanal and a private partner or partners, with the purpose of exploiting the 
real estate potential of the Central Water Treatment site, which in turn will make 
an important contribution to the financing of the water and waste water 
investment activities. 

4. Costs/financing plan 

The total costs of the water and waste water rehabilitation project are estimated to 
US$ 50 million. 

The proposed water and waste water related components of the project would be 
financed (tentative financing plan) by an EBRD loan of about US$ 25 million (about 

50%), foreign grants 20% and local financing (local loans, cash and labour) 30%. 

The proceeds from the water and waste water revenues and possible local grants will 
finance the local costs. Industrial customers currently pay enough to cover 
Vodokanal's operational and maintenance costs. Domestic customers used to pay only 

a small fraction of such costs but now pay 50% of costs. This will be increased to 
100% next year. Vodokanal has been 'profitable" for the last three years. Vodokanal 
has not received budgetary allocations from the City to cover operating expenses for 
several years. The company can borrow without permission from the City. 

Federal government guarantee for the EBRD loan will be difficult to obtain. 
However, both the City and Bank will raise the issue of possible scvereien wu.,antee 



A revised project concept was therefore presented to the committee. Realising the 
importance of the implementation of the entire programme the Bank launched 
discussions with bilateral donors to get them further involved in the implementation of 
the programme 

The initial project was divided into two parallel phases preserving the overall 
objective and content of the project. 

The revised EBRD driven project (phase 1) will last for four years, and will make an 
important and rapid contribution to the restoration of piped water supplies, the 
p ovision of affordable bottled drinking water, and the strengthening of the financial 
position of the enterprise. It will consist of a combination of measures to improve 
water supply, the exploitation of Vodokanal's real estate potential, and institutional 
strengthening components. 

The principle components of the revised project are as follows: 

- construction/completion of three water supply projects, designed to 
alleviate the present capacity shortage; 

support to the establishment of a drinking water bottling/packaging 
enterprise, which will be a joint venture between Vodokanal and a private 
partner or partners; 

support to the establishment of a real estate development joint venture 
between Vodokanal and a private partner or partners, with the purpose of 
exploiting the real estate potential of the Central Water Treatment site. 

Funding (ECU 490,000) has been sought to carry out all the necessary preparation 
work for the project, including project identification, detailed feasibility analysis, 
preparation of a project financing plan, and the normal institutional and financial 
analysis of the enterprise that is required in advance of EBRD lending. Four separate 
project preparation components have been identified: 

A. 	 Institutional Assessment Including the Assessment of the Financial 
Status of Vodokanal 

B. 	 Appraisal of Water Sector Short Term Capacity Relief Measures 
Including Financial Analysis and Financing Plan 

C. 	 Bottling/Packaging Plant Technical Assistance 
D. 	 Real Estate Development Technical Assistance 

This package of preparation work is now being tendered and selection of consultants 
will commence end of January 1995. 

The revised long-term sector de.'elopment prograrpme (phase 2) consists of the rest of 
original programme. This will consist of the development of a comprehensive long

ta-n o, "'ftr 'n p 1 	 .. r - . Cr ,--



investments during the preparation, and investment as part of the overall financing 
package. 

* 	 EBRD and Vodokanal will by mid January prepare a proposal how the co. 
operation between the donors and the Bank(s) could be organised for discussion at 
the next PPC meeting scheduled to be held in Sofia 18-20 January 1995. 

* 	 Implementation of the programme could be co-ordinated by one of the PPC 
Officers stationed at the EBRD. 

* 	 The overall programme will be categorised into waste water, water supply and 
commercial activities to enable donors to select projects of interest. 

• 	 Estimates for the total costs of the programme will be presented.
" 	 The consultants executing the study will be expected to identify priority immediate 

investments that can be implemented during the study period. 

7. Key Issues 

The need for investments in the water sector in St Petersburg has been verified by all
parties involved in the project. However, the approach to address this need differs. 
Some priorities and key issues are identified below. 

Client: 
" 	 Priority to water supply to address capacity problems 
* Establishing joint ventures to increase the capital base
 
" Implementing priority investments in 
 the waste water sector through local

financing including subsidies from the government of the Russian Federation 
* 	 Needs assistance from IFIs and bilateral donors 
* 	 Loan will be the major source of financing 

EBRD: 
• 	 Has to respond to the needs of the client (borrower) 
* 	 Needs a committed client 
* 	 Focus on short-term priority investments, less interest in self-standing technical 

assistance programmes (sector studies)
* 	 Due to difficulties for sovereign financing in Russia priority to projects with 

private sector co-financing or other forms of risk sharing

* 
 Needs assistance from bilateral donors to prepare environmental projects 
* High visibility project 
• Lack of internal resources within the field of environment 

Donors: 
o 	 Vested interest in implementing the Baltic Sea Declaration - St Petersburg is the 

largest source of poJution 
" Focus on waste water 
* 	 Little interest in water supply 
* Priority to demand management 
" Focus on "environmental' components 
* 	 Unwilling to support private sector operations
* Can provide boLh technicd assist2nce and . , . •.,2nd ..... 
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1. Introduction
 

to Poland started in the
 
The first assistance activities 


beginning of 1990 and the USAID Office 
in Warsaw was established in
 

period provides a good

nearly five years'
April 1990. This 

aid trying to evaluate past

for looking back
perspective 


what actions guaranteed strong

and deciding
performance failures in our
and what were the
and successes
achievements 

There is a couple of broad areas that offer 

insight
 
performance. 
 and success in delivering
success
into the office operational 

assistance.
 

2. Office space, personnel quality.
 

strongly facilitated by the
 Establishment of AID office was 


U.S. Embassy in Warsaw, which offered 
vacant office space, access
 

We
 
telephone lines and basic office equipment 

to start with. 

to 


3 years, until the staff grew too
 used Embassy premises for over 
 In
 
big and expansion of office space was 

not possible any more. 


February 1994 we relocated to commercial 
premisses in the center of
 

Warsaw.
 

Another asset which strongly influences 
the success or failure
 

in project implementation and monitoring 
as well as design is the
 

Warsaw OAR employed Poles
 
U.S. and local personnel.
quality of 


that offered significant knowledge of local politics 
and economy,
 

a lot of understanding of processes taking 
place in the country at
 

that time and willingness to work according 
to western standards.
 

all the rest hold
 
them hold doctor's degrees, but


Only two of staff
 
diplomas in different sciences. Support


university 
 offer good and
 
(secretaries, administrative staff,drivers, 

etc.) 


very good knowledge of English and skills 
needed to perform their
 

Willingness to contribute to OAR's success 
is demonstrated
 

tasks. (if
overtime and on weekends 
through their readiness to work on 


needed) to meet the deadlines.
 

High USDH/PSC qualifications, knowledge 
and expertise as well
 

readiness to accept challenges of new post, different culture
 as 

and different working patterns strongly contributed 

to stat-up of
 
Chen, Chuck
 

USAID operations in Poland. Bill Joslin, Melanie 

a few, offered considerable knowledge 

in
 
to name
Aanenson, just 


their respective fields, brought experience 
from their former posts
 

and became committed in implementation of regional and local
 

They also stood behind efficient
 assistance projects in Poland. 

local employees and teaching


office organization, recruiting of 
This
the work.
of handling office


procedures and AID ways 
to state,aexpertise helped make AID/Warsaw became visible partner 

regional and local authorities, industry sectors 
and numerous other 



The Warsaw Office also became a point of
 institutions in Poland. 

only for LSAID TDYers and contractors, but also for
 

contact not 

missions representing other U.S. assistance organizations (EPA),
 

and departments (DOE, DOC, DOL, etc.).
 

Basically OAR/Warsaw was fortunate to have, at the start of
 
Such office
 

its operations, location within the Embassy premises. 
 flow of
facilitated
with communications,
location helped 

We also felt to be part of larger community. It was
 

information. 

of for USAID personnel from
 

also a natural point contact 


Washington, contractors and Polish counterparts.
 

The quality and commitment of personnel helped 
in this initial
 

period to start monitoring of projects, determine all necessary
 

contacts and provide additional information to project workplans
 

and timelines.
 

3. Assistance portfolio
 

a. USAID/Warsaw office management and organization
 

Managerial, organizational issues and challenges to improve
 

performance of the office require weekly staff meetings 
for all the
 

its Division into
 
staff. USAID/Warsaw has reorganized Project 


three sections including RHUDO; each of them 
conducts its own staff
 

These staff meetings aim
 meetings on a more or less regular basis. 

information on project performance, problem areas
 

at sharing 

identified as well as address other everyday 

issues.
 

two last years we have been organizing retreats.

For the 


major managerial and organizational

Retreats serve to discuss 

problems, identify challenges and help assess 

present performance
 

of the office Decisions and recommendations made help improve
 

office management, adjust organization to new challenges and
 
focussed as priorities
should be
identify problem areas that 


(space, training, salaries, etc.).
 

b. Project introduction
 

faced a
 
Right after creating of the AID Office in Warsaw we 


Some of them
 
number of assistance projects start at the same time. 


but the majority was designed as multi
were country-specific, 

national ones, responding to similar needs all over 

the region.
 

number of

As the number of implemented projects and a 


employees was growing, it was necessary to ,institutionalize" 
the
 

A list of priorities was
 goals and objectives of USAID/Warsaw. 

Recent document
 

established, taking a form of "Country Strategy". 


covering 1995-1997, approved by AID/Washington, specifies the
 

following priorities of U.S. assistance in Poland:
 

Supporting private sector development;
(a). 

(b). Assisting Development of the Financial Sector;
 

Better Support

(c). Helping Transform the Public Sector to 




Democratic Development and Market 
economy;
 

for Sustainable
Essential
Strengthen Institutions
(d). 

Development.
 

environmental strategy approved for
 
AID/Warsaw has also its 


This was a long process, requiring
implementation in January 1994. 


hard work in finding out how our projects are 
doing, how they are
 

of the job was to estimate other
Another part
perceived, etc. 

donor assistance goals and objectives, impact 

of their projects,
 

The third one, the most difficult and time
 
locations and sites. goals and
 

find out longer-term policies,
was
consuming, to 

the Polish government to target U.S. assistance on
 

objectives of 

the most destitute areas.
 

Everyday practice proves that all assistance 
projects designed
 

regional should be flexible enough 
to focus on local problems.
 

as as they
 
The role of local employees in this process is critical, 


steps, still within the project design stage, to
 
can initiate 

provide country-specific information 

on mostly needed assistance in
 

Local employees, working together 
with USDHs
 

particular fields. 

can and should identify key players, 

local resources and be able to
 
to project


any assistance project prior

justify the need for 

implementation.
 

paper should be transparent in its
 
Each project design 


It should present either regional goals, 
objectives,


construction. - having an
or 

timeline, workplan and procedures to 

implement it, 


it should clearly address these on 
a local
 

-
input from local OAR 

In this way a regional project becomes 

a local one and is
 
scale. As each project provides
and monitor.
easier to implement 

reporting mechanism, the reports should be 

clear and transparent,
 

work done, identifying potential problem areas, 
but
 

focusing on The reports

also unexpected successes or speedier 

implementation. 


should be shared between AID/Washington, 
local OARs and contractors
 

to keep everybody informed on project 
status.
 

4. Information sharing and networking
 

As OARs do not act in the vacuum (they are 
located within the
 

Embassy structures, have their in-country 
counterparts on different
 

it becomes important to keep them informed
 levels of management), 

on assistance progress, successes, new 

developments and ideas of
 
-


new projects. USAID/Warsaw achieved it through numerous 
means 


the Assistance Working Group chaired by 
the Ambassador to inform
 

U.S. personnel on general assistance goals 
and objectives, approve
 
and strategies and to
 

particular projects and project ideas 
Monthly


coordinate the goals with other major assistance 
donors. 


and USAID Project
contractors
Implementation Meetings with 


Specialists serve interchange information 
on particular activities'
 

successes or problems, discussion helps identify 
simplest and the
 

project
 
most efficient mechanisms of dealing with issues and 


These meetings

implementation and identify potential overlaps. 


help different Project Managers coordinate 
their activities, share
 

information and cooperate in adjacent 
problem areas.
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Publishing strategy papers (both country strategy and sectoral
 

strategies), reports on particular projects or groups of projects
 

(Project Status Bo-k) , assistance user guides, articles in local 

TV interviews, films, establishing of subjectnewspapers, 

libraries, leaflets and other inexpensive promotional material 

are
 
Most of these tasks should be
important information-sharing tools. 


undertaken by OARs and some could be very efficiently performed 
by
 

U.S. 	Project Directors or their staff, contractors or local
 

It is also important that local counterparts develop
counterparts. 

their own mechanisms (public, city councils' or company management
 

TV interviews, newsletters, etc.) to

meetings, press articles, 


and successes 	to local

communicate project goals, objectives 


to 	 involved in project

population, company crews become 


implementation process.
 

The flow o' information between ATD/Washington and OARs 
is a
 

very important, but sometimes underestimated issue. 
The project

related flow of information starts usually with sending over
 

'nd initiating 	project implementation. At this
 
project papers 


essential that respective OAR employees

early stage 1- is 


their input to project
project, 	 provided
understand the 	 have 

identified local counterparts. Notification of
 

documents and 

facilitate meetings, debriefing and
contractor's travel plans to 


to initial meetings is another valid
accompanying the contractor 

issue. It is important that the project starts as a joined effort
 

of OAR and a contractor to show the institutional strategy. 
It is
 

also profound that reports be distributed to all concerned,
 
facilitate the process.
workplans are commented in due time as to 


It is significant to have local counterparts trust the OAR and 
to
 

have them share their concerns and problems before sending them to 

The USAID office should become, in absence of an incontractors. 

country Project Director or Coordinator, a contact point on project 

This system usually works, but
implementation and monitoring. 

sometimes communications do not exist from the very beginning, 

or
 

are forced and it is an USAID office obligation to learn what 
is
 

happening in the process.
 

5. USAID/Warsaw management of project portfolio 

Poland's project portfolio was always one of the biggest in 
(USDHs and PSCs) and Project
the region. All Project Officers 


(?SNs) have been assigned full responsibility of
Specialists 

process. Their judgement is
monitoring the implementation 


essential in determination of project sites, local counterparts and
 

experts.
 

-Working relationship with Washington chanQes over time
 

Cooperation with USAID/Washington Pioject Officers and U.S.
 

experts is crucial to provide for tangible results of project
 
The first tranche of assistance projects for the
implementation. 


designed, funded and implemented through
region and Poland was 
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was

Project Officers. USAID/Warsaw staff 


USAID/Washington 

assisting them with making proper contacts, 

scheduling meetings and
 
realities, transformation


them on quickly changing
briefing 

processes introduced and planned for introduction, 

data, project
that were
Most projects at time 


relevant information, etc. 


regional ones and USAID/Warsaw wished to 
address through them the
 

met full
 
most crucial Poland-specific problems. This with 


understanding and cooperation of AID/Washington.
 

One of good examples of changing relationships 
is cooperation
 

EPA already established working

In late 1980s
with EPA. 


relationships with different Polish institutions and worked with
 

It was their contact point for
 
the Office of Science Counsellor. 


already some time, when AID office was 
created. It took both EPA
 

some time to understand that we run
 
and us in OAR in Warsaw 
 a
goals, which proved to be 
common
different projects, but have share a lot of
intense cooperation. Now we 
more
foundation for 

information on particular projects' performance, 

try to coordinate
 
One of recent examples of
 

the projects and support each other. 

of EPA staff implementing particular


such cooperation is the use 

at the Post-Diploma
as lecturers
components of Project Silesia 


the Katowice University of
 
Studies for metallurgical industry at 


technology. Post-Diploma Studies is one of ETP components.
 

matured and gained experience in
 
After the Warsaw office 


the staff is ready to take additional
 
monitoring projects, 


We feel enough experienced

responsibilities in project management. Poland

initiate designing, implementation and 
monitoring of 


to 
 in numerous
 
specific projects meeting the most important needs 


We feel confident we can perform this job in
 
potential fields. 

cooperation with AID/Washington.
 

- cooperation with U.S. partners 

within their structure,
Most of assistance projects have, 

for fluent implementation


assigned administrative mechanisms 

If a project is
 

(workplans, timelines, reporting schemes, 
etc.). 


the country, project
 
run by a Project Director located within 


Site
 
monitoring activities are simpler and less 

time consuming. 


visits, meetings with Project Director and his 
staff, participation
 

in conferences called by the Project Director, 
meetings with local
 

in local newspapers and
 
counterparts, monitoring press releases 


media are usually sufficient to monitor 
a project.
 

to the
 
If a project is implemented by experts travelling 


country on an interim basis and the Project Director 
is located in
 

local OAR staff has to perform additional tasks 
(such as
 

the U.S., 
 and has to monitor the
 
logistics, providing country clearance) 


Every project is different
 project in much more scrutinized way. 
 project-by-project

and monitoring mechanisms should be devised on 

a 


basis.
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- cooperation with local counterparts 

Proper selection of project sites and ways of cooperation with
 

authorities, industry managers, members of city councils, etc. is
 

crucial to the project success. Basically the project can not be
 

successful, if implemented without any input from assisted country.
 

The local authorities should identify project implementation 
with
 

their own goals and should understand that the project will 
bring
 

(e.g. will improve banking procedures facilitating
them benefits 

promote economy restructuring and provide
transfer of funds, 


privatize, pollution, improve agricultural
mechanisms to curb 

practices, promote more conscious use of energy, etc.). The
 

success of assistance projects is more tangible, if it is supported
 

by local in-kind contribution to the project. Randomly these are
 

matching funds, most often these may be local experts funded 
with
 

local resources, access to meeting rooms and conference equipment,
 

temporary office space, access to vehicles, data collection, 
some
 

Usually funds for such
secretarial and interpreter services, etc. 

local in-kind
expenditures are assigned within each project, but 


an commitment to efficiently and

contribution puts additional 

in

timely use of offered assistance. Poland's OAR experience 


working on projects that may involve either state and local
 
with lower level
both that
authorities or is cooperation 


authorities and particular industrial plants is much more effective
 

than cooperating with state authorities or industry sectors'
 
should be informed
management. Nevertheless, these authorities 


about the project goals and objectives, implementation site(s) 
and
 

have officials
 progress made. It is also useful to state 

company managers, etc.) speak on


(ministers, deputy ministers, 

Such activities
"mile-stone" meetings, workshops and conferences. 


expose the officials to implementation process, provide more local
 
and local
credibility and support to the project reinforce 


relationships.
 

_ demand- or supply-driven projects
 

to
Sometimes it is necessary to re-design the project fit
 
happens usually when a regional
better local conditions. It 


not designed to respond to local expectations or
project is 

realities. The procedure that can be taken is to work closely with
 

local demands, if these
Project Officer to adjust the project to 

On the other hand, involving of local
meet assistance priorities. 


participants (state, regional and local organizations, particular
 
preliminary design
companies and industry sectors) into the 


should provides grounds for better targeting of the
activities 

project. E.g. the waste minimization project (by WEC) imposed such
 

most efficiently
steps; presently the project is among the 


implemented in Poland.
 

It may happen that suggested assistance project does not meet
 
either it is launched
demand of the recipient country/authorities 

too early and meets unfavorable economic conditions, or it is 
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launched too late, after a similar 
project has been introduced by
 

Capital Development Initiative
 
another assistance donor. The 

a good example of
 
Project introduced to Poland three 

years ago is 


Now we know that a couple of different 
reasons
 

a misfit project. One set
 
contributed to considerably small 

impact of the project. 


of reasons were political reasons 
in Poland (discussions on if and
 

are 

in which sectors foreign investments most
 

how to privatize, is why the
 
what should be mechanisms, etc.) . That 

appropriate, 

energy component of the CDI could 

not be successfully implemented.
it
 
The environmental component of the project was more lucky, 

as 
the
Also in this case 


a couple of joint ventures.
helped create 

market was very distorted, the supply 

of foreign companies wishing
 

to conclude joint ventures with the 
Polish ones seemed to be lavish
 

and on the other hand this sector 
was in the process of creation in
 

insufficient and slow support

Still another problem was
Poland. 


from the financial component 
of the project.
 

deal with, if the project is
 
The situation is simpler to 

no good solution,
On the other hand, there is 

launched too late. 

if the project is launched too early, 

as there is always hope that
 

local conditions will mature soon 
enough to accept the project and
 

Such an approach biases the logic 
of accepting
 

make it a success. 

of refusing the project.
 

between articular p
 
_ coordination, relationshi 


is an
assistance portfolio
Project coordination within the 


effort that should be made when particular 
projects are advanced in
 

can be based on project
The coordination
their implementation. 

networking to provide inputs into other 

projects (e.g. EAP project
 
Waste Minimization
within the
from demonstrations
can benefit 


Project or Project Silesia), or to strengthen 
them through exchange
 

(ETP project provides training for 
LEM
 

of training opportunities 

Project Silesia, all environmental


EMTC supports
participants, Some resources
 
training projects might support the Radom NEAP). 

by economy
strongly enhanced
could be
development projects banking sector
 
projects (privatization,
restructuring 


restructuring, promotion of small 
businesses, etc.).
 

If possible, USAID assistance should be 
coordinated with other
 

donor activities either directly among 
donors, or on the particular
 

state and local levels within assistance-receiving 
country to avoid
 

or similar
of identical
or repetition
overlapping, duplication 

activities.
 

One of USAID goals in Poland is to 
avoid assistance projects
 

bulky reports or studies. Instead,
 
aiming at leaving behind a
of the results in 


at implementation
projects are oriented 
A good example are LEM feasibility
tangible and sustainable way. 
 been offered to municipalities


studies and training that have 


having strong environmental protection 
priorities that met project
 

As a result, LEM assistance triggered 
construction of
 

objectives. 
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badly needed local wastewater treatment plants [WWTPs]. The
 

in such cases may be also the amount of local
 measure of success 

In case of LEM, again, the
funds saved by project implementation. 


project saved about $400,000 in equipment and construction costs in
 

Namysl6w and about $600,000 in Miedina.
 

The CEE assistance will decrease in the coming years and such
 
sustainability and
networking of projects could bring more 


successes for the same amount of money.
 

_ credibility, critical mass
 

devote some of their efforts to present the
OARs should 

project portfolio as important and helpful to the assisted 

country
 

The process could be started with presentations and
 
or region. 

discussions and should be immediately followed with practical
 

This process should be agreed upon
assistance by U.S. experts. 

abbreviated
with the assistance recipients and documents such as 


workplans and timelines should be presented. Principles of
 

participation of local experts should be presented to ensure smooth
 

flow of activities.
 

A credible project should concentrate on meeting the agreed-

Local support and assistance can be easier
 upon or accepted goals. 


stimulated, if assistance recipients identify project goals with
 

their goals.
 

Assistance to larger countries, such as Poland, should take
 
a mass.
under consideration the need of creating critical We
 

understand that the critical mass is both a number and quality 
of
 

participants of different training offered by particular projects
 

can modify or change mentality, approaches and understanding
that 
that take place. It is always very difficult
of processes to
 

assess the critical mass in numbers. It has been proved that the
 

critical mass (highly educated local experts, trained managers,
 

sometimes transferred technologies) help to promote, change and
 
the project is
sustain modern approaches and procedures after 


brought to an end.We feel that ETP may be close to reaching this
 

goal in Upper Silesia, especially in training of environmental
 
ETP may also reach it in training of municipal
businesses. 


authorities, but we all need to work hard to achieve this goal.
 

A dubious practice is to advertize a project and not implement
 
The Black Triangle project by
it, or stop implementation half-way. 


example of project advertised, but not
EPA could be a good 

creates a lot of
implemented in Poland. Such an approach 


and industry leaders, kills
frustration, especially among local 
On
 agency credibility and should be avoided as much as possible. 


the other hand, the Agency's credibility can be increased, if the
 

project offers some minor, inexpensive follow-up to local problems
 

or offers additional assistance in a field identified during
 

project implementation. A good example is LEM library opened in
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or identification of

Wroclaw, LEM-supported DEMDESS training 


dispersed pollution sources.
 

6. The path to success
 

We share the feeling that generally in Poland we have much
 

more successes than failures. I provided examples of some of them.
 

We think that our success is a success of everybody 
that worked and
 

works in Poland, while providing assistance. Successes of Polish
 

institutions, agencies, municipalities and industries 
that decided
 

to their benefit, to improve environmental
 to use our assistance 

conditions or generate, transmit and distribute 

energy are also our
 

They serve to build partnership, cooperation and
 
successes. 

understanding of complicated processes that every 

country struggles
 

with.
 

discussion on project implementation in Poland
 
The above 


five years' period entitles us to formulate some
 during the last 

practices to be followed while providing assistance. 

These do not
 

success, but they facilitate
full
necessarily guarantee 

and make the implementation and monitoring phases
relationships 


easier:
 

in a well thought through sequence to
 
- implement projects 

provide time and opportunities to the local staff 
to learn the 

procedures and mechanisms; 

- recognize present recipient-country policies and trends while 

designing and implementing assistance projects; 

on project design with
 
- cooperate as much as possible 

AID/Washington Project Officer to make sure assistance 
meets 

U.S. and local goals and objectives;
 

- re-do, if possible, supply-driven projects into demand-driven 

them with country priorities) to ensure 
ones (by matching 

smooth, pccentially trouble-free and successful
 

implementation;
 

identify local counterparts that are willing to contribute 
to
 

project success and have appropriate resources, priorities
 
and meet pre-set criteria;
(political, financial, etc.) 


keep country state/regional authorities informed, and - if 

- involved in project implementation and monitoringpossible 

process;
 

create mechanisms for disseminating project objectives, goals,
 
not within
accomplishments and success stories only the
 

territory to provide for

project site, but on a wider 

potential replicability;
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provide for cooperation within project portfolio to supplement
 
projects with additional assistance (training, management or
 
advisory services) to expand the funds and secure project
 
successes (synergy approach);
 

coordinate among project portfolio to identify already
 
available mechanisms that could support other projects;
 

spend rather more time on discussing, with local counterparts,
 
project goals and objectives than implement the project
 

without any advance notice;
 

do not start project that is complex and of international
 

impact, if there is no political will and policies among
 

recipients to have it implemented. instead, divide the
 

project into country-related activities and try to achieve
 
impact at the latter stage of project
international 


implementation;
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7. What Poland could offer to NIS region?
 

OAR Warsaw gathered significant experience in assistance
 
region. We


project implementation in the largest country in the 

to monitor projects, provide
have learned sometimes curvy paths 


local input, manage and supervise implementation. This experience
 

can be utilized to the benefit of similar projects,
implemented in
 

perhaps more politically unstable conditions and under 
much bigger
 

stress of NIS countries. Our

economic and organizational 

assistance could take the forms of:
 

Using local Polish experts that have worked for AID assistance
 
banking sector


projects (privatization, agriculture, 

scientific exchdnges,
energy, environment,
restructuring, 


training, health and social sector restructuring, democratic
 are no
 
processes, small business promotion, etc.). There 


that could harm the process;
cultural or religious biases 

least reasonably.
furthermore, Poles speak Russian at 


skills in
Offering OAR knowledge, experience and practical 


general project management and selection of project sites,
 

initiation of project implementation and monitoring
 

procedures, cooperation with U.S. contractors, etc. as well 
as
 

understanding of project-related attitudes offered by AID
 

local employees. This can be accomplished by either
 

visits to NIS AID offices or hands-on-the-job
OAR/Warsaw 

training in Warsaw;
 

Familiarization trips for medium and high level industry and
 

municipal managers, to visit project sites, meet local project
 

counterparts (Poles holding different positions in government,
 
This may especially
industry managers, experts, etc.) . 

beneficial in sectors of economy restructuring (banks, anti

monopoly offices, privatized companies, small businesses),
 

agriculture, environmental protection and energy-related
 
(power grid, power generating companies), etc.;
activities 


Cooperation with other CEE and potentially NIS-located AID
 

offices provided, that a regional office will be finally
 

created at OAR/Warsaw.
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own human and economic ieuunR, , puiwoting market economies and stable democratic 
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Washington and the Government of Poland, andinformation about project status to A.I.D. 
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monitoring project implementation. 
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We work with other donors to maximizeeffectively implement U.S. assistance projects. 

practical coordination. 
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STRATEGY 
UNITED STATES 	ASSISTANCE TO POLAND 

1995-1997 

THE IMPORTANCE 	OF POLAND 

The success of Poland's democratic and market-oriented reforms is critical to 

ern and U.S. policy towards .Central and Eastern Europe (CEE) and the New 

ndent States (NIS). The problems Poland has faced and is facing are common 

the CEE and NIS countries. How Poland does in its struggle to put in place 

-based democracy and a functioning free market, with full respect for human 

s, is extremely important to U.S. policy. Poland has become the first former 
with its.ally-planned economy to end its recession and return to growth 

xcracy intact. Poland is succeeding in the transformation process; it is critical 

he U.S. to continue its support for this transformation until Poland's success is 

'utable in all important aspects. 

,-Goland's achievement has great significance, demonstrating to other countries 

it can be done. This means that shortfalls must be understood in terms of 

ific factors, permitting concentration on those specifics, secure in the knowledge 
success is happening in many areas and that specific problems are just that, 

!r than being indicative of broader systemic issues. It also means that there is 
eed to choose in principle between democracy and deep, thorough economic 

rm, because at least one country wrestling with the same basic set of problems

-nd-is succeeding in the dual transformation process. 

Poland is the largest Central and East European State--its population being 
e than that of the Czech Republic, Slovakia, Hungary and Bulgaria combined
ranks behind only its eastern neighbors of Russia and Ukraine. This size 

luces complexity and limits the political appeal of easy solutions. Poland is not 

perfect model--no country is. Yet Poland's economic and democratic 
sformation will provide stability not only for its 40 million people, but will export 
ility and hope to the entire region. 

The struggle is far from over--the 1994 balance sheet on the transformation 
ess has both debits and 	credits, but Poland is on the right track. With targeted 

tmnc, the U.S. Government can aid Poland's transformation towards a fu 
oCMCy and a functioning free market. 
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OVERVIEW
 

Four years ago, Poland was the first CEE country to embrace bold policies 

of democratic and econcmic reform towards a free-market economy. By the end of 

1993, Poland was the first country in the region that demonstrated unmistakable signs 

of sustained economic recovery. In 1993, Poland had an impressive output growth 

in excess of four percent. The very healthy expansion in the private sector has more 

for the decline in public sector activity. The private sector now
than compensated 

accounts for over one half of GDP.
 

Democratic Maturit
 

As Poland is reforming its economy, democracy is also maturing. The Poland 

so settled that only six parties are represented in Parliamentpolitical scene has now 
whereas 29 parties were representedfollowing the September 1993 election, in 

election moved Poland's developingThe 1993Parliament in 1991. September 
maturity, forcing politicians of all persuasions to

democracy a long way toward 
that the public expects the democratic system to focus on solving

acknowledge 
Poland's economic and social problems rather than on maneuvering among political 

The election also made clear the public's desire for government action to
factions. 

more effectively and equitably use social benefits to ease the pain of the transition to
 

the free-market system, while continuing to seek economic stability and growth.
 

Left Alliance (SLD) andThe new government formed by the Democratic 
any dramaticPolish Peasant Party (PSL) has made clear 'hat it does not plan 

policy. Economic integration with the Westdepartures in economic and social 
remains a major priority, as does modernization and marketization of the economy. 

Yet the new government faces considerable pressures, even exacerbated as a result 

of the election campaign, to more effectively target social benefits, i.e., to continue 

with Poland's democratic and market-oriented reforms "but with a human face". 

Private Sector Development 

Poland's transformation to a free-market economy has been dramatic, building 
The privateupon the entrepreneurial spirit, struggle, and ingenuity of the Poles. 

Yet, even though nowsector, cornerstone of the market economy, is firmly in place. 


producing more than 50% of the GDP, the private sector envelops only selected cities
 

or pockets of growth. Marketing and distributions systems remain weak, 
eastern markets.uncompetitive with world markets, nor able to break into the 

Particularly uncompetitive are state owned enterprises--enterprises needing reform, 

restructuring, and privatization. Newly restructured companies lack the expertise to 

follow restructuring with solid management, new accounting systems, strategic 
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They remain a drain on the state budget.
planning and human resource development. 


Meanwhile, entrepreneurs of small and medium businesses cry for capital in the form
 

of loans or equity investment.
 

to adapt to the new conditions of a market 
The restructuring of industry 

a necessary accompaniment to macroeconomic stabilization, has proceeded 
economy, 

Many state-owned enterprises continue to operate at a 
more slowly than expected. 

to privatize them have encountered
loss and well below full capacity; efforts 

including a widespread perception in society that the privatization 
numerous snags, 

is susceptible to unfair exploitation by investors. The law of common 
process 

and in October 1993, the present
privatization pass Parliament in April 1993, 

endorsed the mass privatization program. The early 1994 
coalition Parliament 
resignations of Finance Ministry officials raised the question of Poland's commitment 

to continue privatization at the current rate, but the present government answered the 

question with the full endorsement of recent appointees, all of whom called for more 

transparency and a stronger role in privatization. 

nfrastructureDevelopment of Financial 

even domestic investors have remained hesitant 
Until recently, foreign and 

because of Poland's debt and because the laws and regulatory framework are still not 

twice the size of the Czech Republic, has attracted only a fraction 
in place. Poland, 

won. The problem has been that 
of the direct investment its southern neighbor has 

increased during the 
because Poland was negotiating its large foreign debt burden, 

Communist era, foreign investors, particularly commercial banks, have been reluctant 

to lend new funds to Poland. Investors wanting to raise money for projects in Poland 

their own cash, !everely constrained Polish banks,
thus have had few sources to tap: 

:he EBRD and IBRD, or the few 
international development organizations such as 

However, in 
Western banks willing to lend to Poland, but at "op rates for money. 

April 1994, Poland successfully negotiated the second part of its debt forgiveness via 

the London Club cutting Poland's $13 billion in outstanding commercial bank debt 

This accord, which will need at least six month's more work 
by approximately 45%. 

to finalize, should begin a new chapter for Poland, bringing the nation into the global
 

financial community, allowing an already blossoming economy to grow further and
 

faster through new investments and credits.
 

financial sector infrastructure only
However, the regulatory framework and 

weakly support the blossoming market economy and investment. The drafting and 

to a market economy still remain unfinished-laws
implementation of laws essential 
involving collateral and liens, insolvency, public procurement, leasing, competition 

and consumer protection, white collar 
advocacy and anti-monopoly, advertising 

crime, and administrative and compliance improvements, particularly rules for 

domestic and foreign investors. 
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may result in foreign banks becoming
Although the new debt refinancing 

more 
bullish on Poland spurring Polish banks to modernize faster and become 

customer-oriented, the infrastructure requires developing appropriate regulations and 

In 1993, legislatior was enacted for the 
systems, and importantly, supervision. 

The expansion and 
financial restructuring of banks--implementation is now critical. 

to serve the 
strengthening of rural and alternative financial institutions are necessary 

In addition, investment banking capabilities are 
variety of savers and develop capital 

financial transactions.
required to accelerate privatization and structure 

Although the new Polish stock exchange continues to be one of CEE's most 
-

profitable for investors, Poland's primary and secondary securities markets require
 

appropriate legal and regulatory infrastructure and investor education and protection.
 

Transformin nPiion 

As new funding sources emerge and strengthened Polish banks offer creative 
be able to tapphysical infrastructure projects may now 

new financing vehicles, 
and municipal financing of housing and 

international financial markets. National 

highway construction, the environment--including drinking water and sewage, utilities 

may become a reality with the further development of the 
and telecommunications, 
nation's financial infrastructure. 

one of the most critical features of the current
Public finance remains 

Poorly designed social programs and the burden of increasing
economic situation. 

Success in reforming the social benefits system
claims are particularly worrisome. 
will have major impact on the degree to which society as a whole perceives the 

democratic, free-market system to be effective. 

The new government is fully committed to bringing the public administration 

and social benefits systems up to European Union standards. A professional civil 

service competently and impartially implementing democratically agreed upon policies 

the long range success of the broad economic and 
is increasingly needed to ensure 
social reforms now underway in Poland. Strengthening the policy and planning 

capacity within the government ministries and the civil servants through in-service 

training are becoming critical. In addition, high priority needs to be placed upon 

local government, supporting the decentralization of public sector responsibilities and 
to finance the delivery offiscal arrangementsthe establishment of the necessary 

services at the local self-government level. Economically, decentralization is critical 

because it links the purchasers of services (taxpayers) more directly with the provider 

of services, thereby improving the accountability, relevance, and economic efficiency 

provision of public sector services. Also local government provides
of the 

in govrnment, and thus education in 
opportunities for broader participation 
democratic practices. 
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Strengthening Institutions Essential for Sustainable Democracy 

With a deteriorating social welfare system, the fragmented political structure, 
and a host of issues unaddressed by government, Polish non-governmental 

Poles in general areorganizations and citizen groups are needed to fill the gaps. 
frustrated by asituation over which they feel they have little control. Political apathy 

is a reality which is likely to grow unless citizens begin to feel a deeper sense of 

involvement and participation in the process of change. The lack of independence, 
experience, training and coordination severely inhibit the effectiveness of non
governmental organizations. High priority is placed upon strengthening active and 

effective citizen participation in Poland. 

Although the Polish media have made tremendous strides toward independence 
and professionalism, much remains to be done in improving the performance of the 

press and in the acceptance of an independent press by officials and the public. 

U.S. COMMITMENT 

to Poland and its people in Poland'sThe U.S. Government is committed 
U.S. assistance is most helpfultransformation to ademocratic, free-market society. 


when focused and targeted on urgent problems which must be solved for Poland
 

to develop a strong market economy while strengthening its democratic institutions.
 
The United States will not dissipate limited resources by trying to address every
 
problem. Rather U.S. assistance iscarefully focused on vital objectives in economic
 
restructuring and in helping Poland. develop an enduring, resilient democracy.
 

The U.S. Government is the largest bilateral donor providing assistance in the 
form of technical expertise, training and capital. The U.S. Agency for International 
Development is tasked with the responsibility of coordinating U.S. assistance, 

among the U.S. agencies and assistance implementors sodeveloping a synergy 

assistance isefficient, yet has the greatest multiplier effect.
 

The U.S. Government is coordinating its assistance act'ivities with other 
major donors and lenders in order to increase opportunities to maximize the impact 
of assistance. The U.S. Agency for International Development (USAID), which has 
the predominant role in providing U.S. assistance, will continue to take an 
increasingly active role incoordinating its assistance activities with other donors, i.e., 
the World Bank, the European Bank for Reconstruction and Development, the 
European Union, and other members of the G-24, leveraging and providing assistance 
where the U.S. has the appropriate expertise. 
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The U.S. Government will continue to focus its assistance upon reform 
These pilot programs and models 

which can be replicated in other parts of Poland. 

of transformation can be implemented with much less start-up costs, taking advantage 

of lessons learned. 
An additional focus of U.S. assistance will be working with Poland to invite decision 

and Eastern Europe and the New 
makers of other countries w,,ithin Central 

These countries undergoing democratic and market 
Independent States to Poland. of 
reform can discuss and glean from Poland the lessons, difficulties, and successes 

transformation, benefitting all involved. 

Working with Poland, the U.S. Government is increasingly focusing its 

assistance upon the lesser developed areas of Poland, providing assistance to the 

regional and local areas which have heavily borne the burden of and been neglected 

by the democratic and market transformation. 

To assist Poland in its transformation to a democratic, free-market society, the 
on the following

U.S. assistance strategy (FY1995-1997) places highest priority 

objectives: 

(1) Supporting Private Sector Development, 

(2) Assisting Development of the Financial Sector, 

(3) Helping Transform the Public Sector to Better Support Democratic 

Development and a Market Economy, and 

(4) Strengthening Institutions Essential for Sustainable Democracy. 

SUPPORTING PRIVATE SECTOR DEVELOPMENT 

The private sector has developed very rapidly in Poland. There remain 

problems however, and "supporting private sector development" continues to be one 

of highest priority in the U.S. Assistance Strategy for Poland. 

The updated strategy for promoting private sector development throughout 

Poland focusses primarily upon small and medium scale enterprises as the target for 

to reduce the numerous constraints limiting private sector 
support, while it aims 

privatizationaccelerate the pace of completinginvestment and growth, help 
transactions, and improve Polish entrepreneurial and private sector capacity. 

The strategy aims to increase its focus on the regions of Poland, outside the 
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USAID shall maximize the assistance to private enterprisesmain pockets of growth. 
utilizing experts of U.S. NGOs or volunteer organizations, which reduces costs yet 

provides high quality technical and managerial expertise. Though funding of the 

Polish American Enterprise Fund has been completed, the PAEF will remain fully 

active in investments and loans. This will be complemented by directing funds to 

small equity investments and to micro-loans, both priorities of the GOP. The 

strategy will increase efforts to promote and accelerate the privatization and 

restructuring of state owned enterprises through teams at the Ministry of Privatization 

and through regional assistance. The strategy continues to focus upon reducing 

barriers limiting private sector investment and growth, however, fewer programs will 

be directed exclusively toward this purpose, and the remaining ones will phase out 

in FY96. 

to the priority ofApproximately 26 percent of the FY95 budget is directed 

strengthening private sector development. 

Assisting Entrepreneurs 

U.S. Assistance will: 

* 	 Provide capital investments and loans to commercially viable 
tobusinesses, primarily through resources already committed the 

Polish American Enterpr:>e Fund; 

* 	 Provide additional capital and technical assistance for equity 

investments in commercially viable enterprises, and for small- or 

micro-loans to entrepreneurs (the focus between financial mechanisms 

to support small entreprene,.irs and our work supporting financial 

systems per se will be intensified each year); 

* 	 Strengthen enterprises, especially on a regional basis, by making 

available resident business services for small and medium-sized 

enterprises, in areas such as formulating business and marketing 

strategies, loan proposals, and on-line resource assistance information 
for the Polish private sector; and, 

• 	 Promote U.S. trade and investment in Poland by providing grants for 

feasibility and marketing studies to U.S. investors particularly those 

entering the energy, environment, telecommunications, transportation, 

and agro-business infrastructure markets; and, by identifying Polish 

companies looking for U.S. business partners and making their 

interests known to the American business community. 

-7
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Privatization and Restructuring 

U.S. assistance will: 

0 Promote and accelerate the pace of privatization with particular 

attention to: 

assisting in the development of financial mechanisms to support 

the privatization of the large number of Poland's state-owned 
the Mass Privatization and Capitalenterprises involved in 

Privatization Programs; 

assisting the Ministry of Privatization and other institutions 

(national, regional, and urban) responsible for promoting the 

privatization process; 

assisting the Warsaw Stock Exchange with a separate central 

clearance and settlement facility to serve the Mass Privatization 

Program; 

- assisting through grass-roots level training of government 
trade unions and companyofficials, workers' councils, 

management regarding the long term benefits of privatization; 

assisting the development of legal and regulatory framework 

and environment conducive to the growth and maintenance of 

newly privatized companies; and, 

assisting to ensure that long-term environmental considerations 

are integrated into the privatization process and that firms meet 

international environmental standards. 

Provide technical assistance in the restructuring and privatization of
0 

key sectors through: 

market and municipal service delivery;expertise in housing 
and, 

exp:ertise in telecommunications, transport, energy, and 

environment. 
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Removing Barriers and Improving the Business Climate 

U.S. 	 Assisance will: 

0 Assist the reform and implementation of the legal and regulatory 
impedimentsframework to promote a free market and reduce to 

investment through: 

technical assistance in such key legal and regulatory fields as 
anti-monopoly and competition policy, contracts and 
commercial law; 

technical assistance to relevant ministries and local 

governments on realistic energy pricing to both producers and 

consumers and on costing environmental consequences; 

technical assistance to national and local governments on 
and on cost recovery orientedbusiness support programs 

project 	planning; and, 

technical assistance to relevant ministries, industry, and unions 
on labor/management relations. 

0 	 Provide policy and technical advice to relevant ministries and local 

governments on key productive sectors including: 

private housing construction management and real estate 

market development; 

--	 energy and environment efficiency and regulation; 

land and infrastructure development supporting business 

growth; and, 

food agricultural production, distribution, and marketing 

systems which encourage efficiency and reward high quality. 
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ASSISTING DEVELOPMENT OF THE FINANCIAL SECTOR 

to
The banking system and financial infrastructure remain serious barriers 

economic growth. "Assisting the development of the financial sector' has 
Assistance Strategy for Poland.

increasingly become a high priority of the U.S. 

The strategy for assisting the development of the financial sector focusses 

upon the banking industry and other financial institutions such as credit
primarily 

and rural cooperative banks. Development of the financial sector also
unions 

area of debt negotiation, in 
includes assistance to the Ministry of Finance in the 

which Poland recently had unprecedented success. The Government of Poland has 

requested that we continue assistance in these critical areas, increasingly fund bank 
of the 	banking industry, and assist in

supervision, restructuring and privatization 

developing Poland's capital market by strengthening the primary and secondary
 

that U.S. assistance be 
securities market. The Government of Poland has asked 

mortgage and construction lending
focused upon strengthening a market-based 


in which already much has been accomplished.
system, 

Approximately 20 percent of the FY95 budget is directed to the priority of
 

assisting the development of the financial sector.
 

U.S. assistance will: 

0 Help recapitalize and restructure a select number of commercial banks 
of $200 million in Stabilization Fundthrough the reprogramming 

resources, deployed in conjunction with other donors and IBRD 

structural adjustment loans. 

* Strengthen the capacity of the National Bank of Poland to implement 
for the bankinga sound regulatory and supervisory environment 

sector, (e.g., inspection procedures, strategic planning, troubled bank 

resolution); 

Assist 	 the banking industry in responding to their role in a capital• 	
market environment, i.e., by strengthening the mechanisms for 

facilitating market development, linkages between capital markets and 

privatization, portfolio and investment management; 

0 	 Strengthen and restructure rural financial institutions (cooperative 

banks), and establish and strengthen financial institutions (savings and 

loans, credit unions) for consumers and small savers; 

* 	 Accelerate the development of Poland's capital market by 

- 10
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strengthening the primary and secondary securities market through 
assistance to the Polish Securities Commission and Warsaw Stock 
Exchange on legal, regulatory, and investor education and protection 
(e.g., separation of the National Depository, common back office, 

ventureover-the-counter market, commodities market, mutual funds, 
capital); and, 

Strengthen a market-based mortgage and construction lending system 
and policies by providing capital through a Housing Gtiaranty loan 
which complements IBRD and EBRD loans, and by technical 

assistance and training in mortgage institutions and banks at the 

primary and secondary level. 

0 

HELPING TRANSFORM THE PUBLIC SECTOR TO BETTER SUPPORT
 
AND A MARKET ECONOMY
DEMOCRATIC DEVELOPMENT 

The strategy for helping transform the public sector has become one of the 

highest priorities of U.S. assistance to Poland. Although "public sector" 

encompasses a broad array of activities, U.S. assistance has specific and strategic 

targets mutually agreed to with the Government of Poland. One of the prime foci of 

and a new focus for the U.S. Assistance Strategy, ispublic sector transformation, 
assistance to aid national and local governments reform the pension and sccial 

benefits programs and arrest the explosive deficits of social security funds. Another 

focus is to assist the national and local governm.nts to reform the health care system, 

which includes strengthening private health care systems. 

The Strategy continues to give attention to strengthening the 	financial and 
and regionalinstitutional responsibilities and capabilities of the municipalities 

the capacity of publicadministrations, and increasingly addresses improving 
Strengthening the capacity of theadministration at the central and regional levels. 

to mobilize financial resources to implement costcentral and local governments 
recovery systems for housing related services and physical infrastructure will be a 

major effort of the U.S. Assistance Strategy during the next few years. 

An additional aspect of this priority is to assist the transformation of the public 

universities. During the past three years, U.S. assistance has centered upon the 

Polish universities that carry out management training for entrepreneurs and students. 

During the next three years the U.S. strategy will emphasize university development 

and capacity building, strengthening the universities to manage, offer and deliver 

programs and courses relevant to a market economy. 
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will be 	carried out insector 	transformationMuch 	of the efforts in public 
and other donors in order to maximize our

the Bankconjunction with World 
assistance. 

Approximately 44 percent of the FY95 budget is directed to the priority of 

helping transform the public sector. 

Reforming Public Institutions 

U.S. assistance will: 

* Strengthen the financial and institutional capacity of the national, 

regional, and local governments to carry out their responsibilities; 

Assist 	the central government to decentralize authority and establish 
* 

an appropriate framework for central-local fiscal relations; 

to financial resources and to 
0 	 Assist local governments mobilize 

implement systems of cost recovery for housing related services and 

physical infrastructure; and, 

training institutions which 
* 	 Strengthen self-sustaining management 

deliver quality degree and short-course management training. 

Reforming the Social Welfare System 

U.S. assistance will: 

0 	 Assist the national and local governments to restructure, develop and 

implement appropriate social benefits support mechanisms; and, 

Assist 	the national and local governments in their health care reform.
* 

Strengthening the Tax System 

U.S. assistance will: 

Provide technical assistance and training in tax policy and tax
0 

administration to establish and sustain tax systems at the national and 
support of a are more efficient, equitable and

local levels 	 which 
free market economy.democratic, 
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STRENGTHENING INSTITUTIONS ESSENTIAL FOR SUSTAINABLE 
DEMOCRACY 

in national and local elections of civilian
Poland needs no assistance 

as it is the model and a leader of full, free democratic 
representative governments, 

From 	this standpoint, we salute Poland for all 
elections for the entire ENI Region. 
it has accomplished in this regard. 

The strategy for strengthening institutions essential for sustainable democracy 

aims to assist citizens to rely upon their own active participation via organized fora 

and as individuals rather than continuing to rely upon the hoped for beneficence of 

central government, and to strengthen professional and independent media, legal and 

judiciary systems which provide checks and balances to the governments. 

ten percent of the FY95 budget is directed to the priority of 
Approximately 


assisting the development of institutions essential for sustainable democracy.
 

U.S. assistance will: 

assist development of citizen participation and responsiveness at local,0 
levels, through assistance to Polish non

regional and national 
governmental organizations (NGOs) in developing a viable 

communicating the needs to the
constituency and effectively 

governments;
 

which0 	 strengthen an independent, democratic and objective media 

understands its public responsibilities; 

deal with economic and
* 	 assist the legal and judicial system to 

organized crime found in an open, free market economy; and, 

assist the design and delivery of civic education and social science0 
which encourage dialogue between

education, and other activities 
citizens 	and their elected and appointed officials. 
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APPENDIX D
 
BASIC PRINCIPLES OF IMPACT INDICATORS
 



Performance Indicators Serve as 
Barometers of Program Performance... 

- UP. --_- _head.9-(
her-e. 

T,'andthe Quality of the Indicators 
You Use Matters! 



Criteria: Indicators are unidimensional
 

Poor Example Good Example 

value of investment and value of investment of export 
revenues of export firms firms 

value of revenues of export 
firms 

literacy and primary school primary school enrollment 
enrollment rates rate 

literacy rate 



Criteria: Indicators are Framed in Operational Terms
 

Poor Example Good Example 
# of successful export firms #/% of export firms experiencing 

an annual increase in revenues of 
at least 5% 



PRACTICAL 

* 	 Quality data are currently available
 

* 	 Data can be procured on a regular 
and timely basis 

* 	 Primary date collection, when 
necessary, is feasible and cost 
effective 



DISAGGREGATING PEOPLE LEVEL INDICATORS
 

Depending on the nature of an objective, it may be important
disaggregate people level indicators by: 

to 

Sex: 	 USAID is expected by
Congress to track the degree 
to which women and men 
benefit from foreign 
assistance programs. 

Age: Health and population 
programs often have reason 
to disaggregate benficiaries 
by age group 

Ethnic Group: Certain economic programs 
are expected to reach 
disadvantaged subgroups
within a population 

Location: In some programs it is 
important to know whether 
rural families received a fair 
share of a program's benefits 



PROXY INDICATOR
 

An indirect indicator used to 
measure performance when data 
for a better, more direct 
indicator are not available or 
feasible to collect at regular 
intervals. 

E.g. Lower farmgate prices as an indirect
 
measure of increased agricultural 
productivity 

Declining insurance claims as a measure
 
of safer car designs 

Carpet wear and tear as a measure of 
exhibit popularity at a museum
 

Declining freight rates as a measure of
 
an increasingly competitive industry
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PERFORMANCE TARGET
 
(EXPECTED. RESULT)
 

The intended results to be 
achieved within specific 
timeframes and against which 
actual results are compared and 
assessed.
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SETTING
 
PERFORMANCE
 

TARGETS
 

QUANTITY: How much of a 
change is 
expected? 

QUALITY: How good do the 
results have to 
be? 

TIMELINESS: When do we expect 
the objective to 
be achieved? 

GROUPS! 
LOCATIONS: Who do we expect 

to benefi t or 
where do we 
expect the 
results to occur? 

F: SHAREALL MFRWKSHO. P PERFINDI .OVE 
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ESTABLISHING TIME TARGETS 

When we set time targets, we are making projections. 

Time targets should not be "guesses" -- particularly whenthe art of projecting performance is reasonably well developed. 

Key aids 	 in establishing time targets include: 

o 	 Experts: 

What guidance do technical experts in the field 
offer? 

o 	 Historical trend data: 

How fast has progress occurred in the past? 

What was the rate of progress in the absence of 
the goods 	and services we will be providing? 

o External reference points: 

What has 	been the pace of progress in other
situations where the kind of interventions we are 
contemplating were introduced? 

o Constraints: 

What will limit the rate of progress? At the 
outside, how fast can performance improve? 



PERFORMANCE BASELINE 

The point or level from which 
performance indicators will 
measure change.
 

r: SHARPALLMFRWKSHO.P PERFINDI.OVE 



CRITERIA FOR THE SELECTION
 
OF PERFORMANCE INDICATORS'
 

In selecting indicators, strategic objective working groups
should ask themselves what specific results they are trying toachieve under the strategic objective. In theory, the strategicobjective is a precise result, but sometimes Missions have chosen 
as objectives somewhat broad statements, and they need to be morespecific about what they are trying to achieve in order to measure progress. For example, one fairly common and very broad program outcome is "improved management of a host country
institution." It is very difficult to measure improved

management without detailing the kinds of improvements expected.

Seldom is a Mission tackling all aspects of an institution's
 
management. A Mission usually focuses on a few aspects that itthinks make the greatest difference to improved performance. Inorder to develop indicators, then, those aspects must be 
specified.
 

It is often difficult to find a single indicator that can by
itself measure progress toward an objective. Consequently,

Missions tend to choose several indicators to measure differentaspects of progress that together give a more complete picture.However, the more indicators a Mission chooses to measure, the more time that must be devoted to measurement and analysis. This can complicate the system to such an extent that it does not get
implemented at all. It is an important judgment call forMissions as to the amourt .-f information required to manage well
and to determine progress The Bureau cautions against a
proliferation of indicators and will be sympathetic to less than
perfect measures, as long as Missions explain their measurement 

'This material was developed by Lynn Carter, Management
Systems International
 



problems.
 

a. The indicators should measure progress toward strategic
objectives, program outcomes and sub-outcomes as directly as
possible. The indicators should not be at 
 lower level than the
objective (i.e., numbers trained as a measure of "improved
 
management") or at a higher level (i.e., 
income or employment as
measures of increased non-traditional exports). Looking at thesecond example, the most straightforward measure is the value
and/or volume of exports. Changes in income or employment areactually higher-order results that might about acome fromsubstantial increase in exports. These higher order results canbe reflected on the objective tree at the sub-goal level, if anincrease in exports is a strategic objective, but it confuseslogic to use them as indicators for the s.o. There may be times
when Missions need to use proxies that are above or below the
level of the objective, but these should be clearly labelled as
such and the rationale explained. Indicators selected for
strategic objectives should to the extent possible express

people-level impact or some sense of the effect on people'slives, but not if the objective is not phrased in terms of impact 
on people.
 

b. Those indicators selected should be grounded in both accepted
practice and in theory, and should have significance for a wide
audience. In other words, both a proponent and a skeptic of the program should agree that the indicator is a valid measure of
whether the objective has been met.
 

c. 
The indicators should enable cost-effective measurement.
They should strike a balance between what can be measured and
what should be measured. There is 
no point in selecting

indicators that are theoretically elegant but too costly to
 measure. 
Indicators must be selected in conjunction with a
review of data sources since data quality is critical. There
should be consistency from year to year in the source and data
collection methodology. In cases where the data are bad or too
expensive to collect, proxy indicators will have to be selected.
When possible, select indicators that will permit reliance on
exi.sting secondary sources of data, as 
long as those sources are

considered to be relatively reliable.
 

d. 
 The indicators permit verification of measurement accuracy,
reliability and thoroughness. In other words, others could
replicate the process in order to check on measurement quality.
 

e. 
 The Agency requires annual reporting on program performance.
Strategic Objective indicators might rely on data resulting from
annual national reporting but alternatively might rely on
periodic surveys (i.e., contraceptive prevalence surveys,

Demographic and Health Surveys) 
 which are undertaken only at
 



longer intervals. In addition, at the Strategic Objective level,it may take more than one year to produce results that will show 
up in changing numbers. When choosing indicators for Strategic
Objectives that will not produce data annually, some attempt
should be made to pair those indicators with proxy indicators
that will permit more frequent measurement. Most program outcome
level indicators should be measurable annually. In some cases,
change will not occur that quickly or it is not practical to do
annual measurement. It would be useful then to pair the

indicator that be measured
cannot annually with a proxy indicator
that will permit annual measurement. This pairing then gives
planners some information on whether progress is being made in 
achieving a particular outcome. 

f. Indicators do not always have to be quantitative. They can
be qualitative. It is possible to use as indicators a critical
 
events agenda or policy reform matrix (events that have to happen

for an objective to be met along with dates for when they must
take place) or rating scales that show organization strength.

Political liberalization or democratization are areas where AID
is making heavy use of rating scales because it is difficult to come up with quantitative indicators that measure progress. 

g. Quantitative measures should be expressed not just in terms
of a numerator (i.e., an absolute number) but should include thedenominator whenever possible, because it is the denominator thatindicates the size of the problem being tackled. It is usually
better, therefore, to specify measurement in terms of (forexample) ratios or percentages rather than absolute numbers. Forexample, reporting on jobs created or numbers settled in improved
housing does not give a reader or planner much sense of what the

extent of the accomplishment was because it does not 
say anything
about the dimensions of the problem. In setting targets,

Missions need to think about the fact 
that the denominator as
well as the numerator may change over time. 

h. When selecting more than one indicator to measure progress

toward an objective, it is important to 
think about the
relationship between those indicators. For example, if the

numbers start to move in the anticipated direction for one

indicator and in the opposite direction to what was anticipated
for the second indicator, what does that tell planners about
progress? Too many indicators selected to measure progress
toward the same objective might confuse more than enlighten. Therelationship between the indicators should be explained - do they
all have to be achieved for the objective to be met? Is one the
real indicator, which cannot be reported upon annually, and theothers proxies, which are less adequate measures but are capable
of being reported upon annually? It is also important to keepthe performance information system simple and to try to get by
with as few key indicators as possible. 



i. When appropriate to the strategy in place, it may be 
important to disaggregate data by gender or according to other 
population characteristics that appear to be important (i.e.,
rural-urban). Gender disaggregation can help Missions and the 
Bureau assess the ways in which both sexes participate and 
benefit. 

2. Setting Baseline Data and Targets
 

Once the indicators are final, planners need to select the
 
year for which baseline data will be recorded. It is useful if
 
baseline data for the year that the strategy begins can be
 
recorded but this will not always be possible. In the instance
 
that it is not possible, the baseline year should be the most 
recent past year for which the relevant information exists. If 
the baseline year falls too many years before the start of the
 
strategy, there will be difficulties in gauging what portion of
 
the progress might be related to current USAID efforts.
 

Once baseline data are acquired, targets need to be set in 
terms of what progress the planners expect to achieve over the 
period of the strategy. It can be tricky to set targets because, 
to do this planners need a feel for historical patterns (how the
numbers have moved over time), and such data may not exist in 
adequate quantity or quality in some countries. Access to data, 
even when it does exist, can also be problematic. Even when time 
series data do exist, there have been instances of Missions
 
setting targets well below the trend and, while there may be
 
reasons for doing so, it mighz also be suggestive of an overly

casual approach to target setting. It time series data of
 
reasonable quality are available, Missions should use them for
 
future projections.
 

There is a tendency in Missions to straightline targets (i.e.,
if the indicator is expected to increase by 10%, the Mission 
shows annual increases of 2%). This may or may not be 
appropriate. Missions should think through when their 
interventions will start to have an impact and whether that 
impact will be heavier in some areas than in others. For 
example, if- Mission resources help introduce and expand
availability of the IUDs, as part of a family planning program,
then there might be very heavy impact the first few years, while 
unmet demand for a longer term method is met, and then the impact
might drop and level off. The project to program linkage
analysis table in Annex A can help Missions in setting targets. 



EXAMPLES ILLUSTRATING THE CRITERIA IN USE FOR ASSESSING THE 
QUALITY OF INDICATORS
 

Sometimes indicator choices will 
represent compromises, and that in some sectors where data are of poor quality and/or scanty, it will not be possible to meet all
the criteria laid out below. 
Some of the indicators presented as
"weak examples" below may be the highest quality indicator that a

Mission can use, given its data circumstances.
 

A. Criterion: the indicator measures progress as directly

as ossible. It is not pegged higher or lower than the
 
objective itself.
 

Good examples: 	 Contraceptive Prevalence Rate is a 
direct measure of a strategic objective
of "Increased Use of Contraceptive
 
Methods."
 

Proportion of SMEs 	obtaining loans and
 
volume of credit are direct measures of 
a program outcome of "Increased access 
by SMEs to business financing." 

Value and volume of non-traC -tional 
exports is a direct 	measure of 
"Increased non-traditional exports."
 

Total Fertility Rate is a direct measure
 
of.a strategic objective of "Reduced
 
fertility."
 

Weak examples: 	 Numbers trained is not a direct measure
 
of strategic objectives or program
 
outcomes that relate to improve service
 
delivery quality or improved public
 
sector management.
 

Numbers employed is not a direct measure 
of increased exports but is a higher 
order result.
 

In the first weak example, the indicator (numbers trained)
measures outputs and not the higher level objective which relatesto quality or improved management. A Mission with such an 
objectivc needs to test the link between numbers trained and the
 
actual changes it is seeking.
 

The second weak example represents a problem that is not
 
uncommon - Missions do sometimes match higher-level indicators to
 



lower-level objectives. Missions sometimes do this to show
 
people-level impact, even though the objective is not a people
level objective. Sometimes data are not available and cannot 
readily be collected for an indicator that is a direct measure of 
the objective but the Mission can get data for a higher-level
indicator. While the second reason is perhaps more legitimate
than the first, both confound the logic of the performance 
measurement plan. Let's take the indicator of numbers employed 
to measure progress toward an objective of increased exports: 

.Hierarchy of Objectives 	 Indicators to Measure Pro 

Broad-Based Economic Growth 	 1) Real GDP growth rate; 2)

real per capita income growth
 
rate; 3) percent population
 
living below the absolute
 
poverty level
 

Increased Private Sector What do we measure here if we
 
Employment measured employment w
below??? 

Numbers employed 

Increased Private Sector 


Exoorts
 

1) Policy Reform; 2) Increased 1) Policy Reform scorecard; 2)

Private Investment; 3) private investment as
 
Improved Exporter Marketing percentage of total
 
Capabilities 	 investment; 3) Number of US

local firm partnership 
arrangements
 

B. Criterion: The indicator is 	grounded in theory and
 
accepted practice - both a proponent and a 
skeptic of the program will agree that the 
indicator is a valid measure of success 

Good Examples: 	 Private exports as a percentage of total 
exports and private investment as a 
percentage of total investment are both 
non-controversial measures of a
 
strategic objective of "Increased 
private investment and trade." 

Infant and under-five mortality are both
 
accepted indicators for measuring
 
objectives tied to "improved health of
 
children under five."
 



Weak Examples: 	 AID-funded Food for Work roads 
constructed is an indicator that very
few would accept as measuring progress
toward a strategic objective 	of 
"Increased voice and choice in local and 
national government. " 

c. criterion: The indicator shows 	 the dimensions of the 

problem by including both a numerator and a 
denominator
 

Good examples: 	 Percent of SKEs accessing credit 

Percent of age-eligible children 
enrolled in primary school 

Percent of households with reliable 
access to potable water 

Immunization Rate 

Percent of pharmacies selling 
contraceptives
 

Weak examples: 	 Number of SMEs accessing credit 

Numbers of children enrolled in primary 
school
 
Number of households with reliable 

access to potable water 

Number of children immunized 

Number of pharmacies selling 
contraceptives
 

The good examples are to be preferred because they tell usabout the size of the problem and AID's contribution to solving
that problem. 
Sometimes, however, 	it is more appropriate to
present a straight number than a percentage or ratio. Forexample, in the last good example, it is preferable to measure
the percentage of all pharmacies selling contraceptives. If,however, the Mission's strategy calls for ertablishing new retailoutlets selling contraceptives, then a straight count is calledfor. There will also be instances when the base is so small that
giving a percentage would be misleading and it is 
more honest to
report a straight number. For example, if a small Mission is
working in family planning in only one province and it wants toreport on improvements in service delivery quality in that
 



province, it would be somewhat misleading to report that 90 % of 
the facilities provided quality services when there were only 
five facilities in the whole province, even though this might be 
literally true. 

D. Criterion: program outcome indicators can be reporte4 
upon annually
 

Ideally, PRISM would like annual reporting at the strategic 
objective level, but it is generally recognized that many s.o.
 
indicators do not lend themselves to this. Some, however, do. 
Annual reporting at the program outcome level is very important, 
particularly when the strategic objective indicators are not
 
susceptible to annual reporting. Both the Mission and AID/W
 
require timely data for planning and management.
 

Good examples: 	 Couple Years of Protection for a program
 
outcome of "increased access to FP
 
services." CYP can generally be
 
compiled annually from Ministry of
 
Health service delivery statistics and
 
also sometimes from 	pharmacy wholesaler 
records.
 

Number of registration letters issued to
 
first time business owners is an
 
indicator for a p.o. of "increased SME 
business formation." Data for this
 
indicator can be obtained easily from
 
the relevant government agency on an
 
annual basis.
 

Percent of diarrheal disease cases
 
provided with ORS is one indicator
 
measuring progress toward a p.o. of
 
"Increased use of effective MCH/FP
 
services." It cannot be reported upon
 
annually because it relies on a once
every-four-years Demographic and Health
 
Survey, so the Mission choosing this
 
indicator has chosen to supplement it
 
with a proxy indicator of Number of new 
diarrhea cases provided with ORS 
rehydration therapy at a Ministry of 
Health facility, for which data can be 
collected annually via Ministry
 
statistics.
 

This last example represents a good compromise. Missions
 
should not toss out a good indicator because data cannot be
 
collected annually but rather should try to supplement that
 



indicator with a reasonable proxy indicator that measures some
 
aspect of progress.
 

E. 	Criterion: the indicator permits cost-effective
 
peasurement
 

It may not be practical or possible to collect the data for
 
some theoretically elegant indicators. FoT example, some
 
Missions have chosen to use proxy indicators in place of maternal 
mortality rate to measure progress toward imprcved maternal 
health, because a population census is really req-iird to capture
MMR and the interval between censuses is too long to fit neatly
with most Mission strategy periods. Not even the Demographic and 
Health Survey has a large enough sample to accurately calculate 
MXR, except perhaps in countries with very high maternal
 
mortality. Most Missions are very conscious of the staff time 
and monetary cost issues involved in primary data collection and 
analysis and so choose proxy indicators when ever the costs
 
appear to be unreasonably high. Missions may in fact sometimes
 
be too ready to choose proxy indicators. Sometimes the expense
 
is justified by the quality of data produced for planning and
 
management.- Demographic and Health Surveys currently cost around
 
$500,000, but the cost is justified by the quantity and quality
 
of information produced.
 

F. 	Criterion: a consistent source and data collection
 
methodology are used to produce data for the
 
indicator over time
 

It would be unwise to rely on different data sources or
 
different data collection methodologies since these may produce
 
different results. Then a Mission would end up with numbers over
 
time that are not comparable and show no consistent trend. One
 
example here is data collection for Mission X's indicator of
 
percentage of target population completely vaccinated, measuring
 
a program outcome of increased use of more effective MCH 
services. The Demographic and Health Survey will produce the 
highest quality data for this indicator. However, only two 
surveys will be done during the Etrategy period and, since the 
indicator shows progress toward a program outcome, there is a 
need for annual data. The concerned Mission chose to supplement
the DHS data with annual Ministry of Health calculations, feeling 
that these calculations were of reasonable quality. In order not 
to jumble the two sources, which could produce different 
calculations, the Missions will report both percentages 
throughout time, for those years when both are available, and 
will analyze any discrepancies. This is a good compromise.
 



G. Critqrion: the indicator is d'sagre ated by gender (or

other significant characteristics} whe,
 
appropriate
 

The Agency is very concerned to learn about th.e 
impact that
AID interventions have on females. 
 Performance indicators should
 measure the impact of AID strategies and the results that USAID
Missions hope to achieve. 
Therefore, gender disaggregation is
most appropriate when the USAID Mission has conducted a gender

analysis and determined that differential strategies anddifferent targets are appropriate. For example, if a Missiontrying to strengthen micro and small enterprises recognizes thatfemale owners form a not insignificant share of total owners ofthese enterprises, then it may need slightly different tactics to
incorporate female owners into its activities. The Missionshould then set targets and measure how successful thatincorporation has been. 
Increasing primary school enrollments is
another objective where the strategy to enroll girls may be
different from the strategy to enroll 
boys, and a Mission would


want to measure the success of both strategies.
 

There are other examples where gender analysis is critical
to crafting good strategies but where the results might not be
directly reflected in gender disaggregated data. For example,
factoring into strategies female reluctance to be seen by male
health workers and women's desire for separate female-only spacesin clinics may help increase the contraceptive prevalence rate,but it would be inappropriate to disaggregate the rate by gender
because the percentages would be meaningless. Gender analysis
might also be critical to developing a strategy for increasing

the supply of potable water in rural areas, but one would measure

in the end population with access to potable water.

Disaggregating this indicator by gender would not tell us
 
anything useful.
 

There are also areas in which gender is largely or totally
irrelevant. Improvements in the telecommunications system

do not seem to require any consideration ofgender since women's relationship to telephones is much the same 

as men's. 

If Missions have developed separate strategies to addressother significant divisions, such as rural-urban, they may wantto show the progress of those different strategies bydisaggregating data according to those divisions. 


