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I.. Introduction' . -

Natural Reaources Expanded Information Baae, began. ome;fiva yeara ago and

= _.z

recently reached th,;point uhere A.I.D felt that an interim evaluation waa in;g

order. The National Science Foundation (N S.F ) 'vhr g a contract with

A. I.D., aaaemblea teama of apecialiata from outaida‘,f A.lﬁu" =0
evaluations. N S. F. aaaembled a four-peraon Interim Evalu fon Team (IET for

this project. 'l‘he four membera have experiance in the fielda of nvironment

and natural resources and have dealt with theae apecialitiea aa“they relate °\~

the problema and opportunitiea that exiat in leaaer develop}d.ci
(LDCs) . f .
The Interim Evaluation Team (IBT) has identified certain critical needa

that, 1f met, could aubstantially increaae the likelihood of the project's

the Agency for International Development (A I.D ),Tandiatrengthen A.I D.'s

position internationally dealing effectively with critical an
environmental/natural resource problema., The project providea excellent
opportunitiea to use the informational material it ganeratea in many helpful
and imaginative waya. ‘Without deaign, it haa foaterad a network-building
pproceaa in Washington, A I.D. people, technical experta and other npecialiata
‘conault more freely with one anothar. : | | | |

The IBT viewa thia project as a beginning, not an and in itaelf.: A.l.b.;ﬂ?“é

"( fahould be commended for its initial efforta in thia fiald and ahould be

:=atrongly encouraged to strengthen auch activitiea and to increaae their
viaibility and usefulness. We do not believe that tha anvironmental/natural

resource problems that beleaguar LDCa are 1ika1y to diaappear in the near



future and we féel that in some cases the problems may worsen. ' Certain common

vUnfortunately, an appropriate A.I.D.kaudience for thes information-produkts

is by no ‘means fully in place.; There are problems of inappropriate expertise, i

interviewed give a picture of what commonly is the situation.
o ’"A I.D. ‘needs more economists and planners fully knowledgeabl about;‘i‘
environment and development.'u ) | ““ ' | | | ¥
o "A regional project in Africa had three project directors i' three
years, a nd "each thought it should go a different way." ' | e
o A.l.D. 8 total staff has declined dramatically in the last two‘h
decades, and no one ‘has’ time to deal with the concerns or documents
associated with the project. The people out there are all managing‘three or'l

four projects, doing evaluations, designing new projects.r lt s a cons nt

onslaught.

o A woman in Africa had three major projects to oversee’ﬂhadﬁto*respond“

to cables from Washington dealing with energy and forestry (subjects tha were
more active than the environment during a certain period), and hsd to review :
'regional‘PID's as well. A.l.D. has few professionally trained experts in the
fieldsfof enVironment/natural resources. The few that it does have seem, in

lange part, to'be an underused resource. Much of their time gseems to be spent

on activities that do not require a professional's fu11 attention but rather

should be the responsibility of support staff. With one exception, those
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«interviewed told of the”trivial amount of time they can,patch togetherlto keepf

abreaet of the literat e"'in their field. o

professional training, day-to-day requirements placed on them significantly
l‘diminish the possibility that their talents will be used effectively._

Recommendation" A.I.D. should bringﬁmore expertise in this area to bear

‘on development problems. Its strategy should include increasing the number of

professionally trained environmental/natural resource specialists in the

Agency. These professionals should be given significantly increased amounts

of normal working time to apply their specialities to the development

process. They should fill appropriate'environmental/natural resources

positions, and others lacking such trainingﬁshould be assigned to more

appropriate positions.
It is admirable that A. I.D. tries to bring professionals in disciplin

other than environment and natural resources to a high level of understanding Vf
of the important interrelationships of environment and development through i
training and published materials. Raising an awareness in A.I.D. of the i
importance of coupling environment and development is valuable and should have v,.

long-term benefits. But, as one person put it;i“Documents alone won' t turn

the tide. It seems unlikely that this group of professionals frOm other
disciplines will ever £ill the needs of A.I.D. in environmental/natural :
'nresource activities in a timely and effective fashion. This seems especially
‘true considering the magnitude of the environmental problems and the need, for
example, to understand relationships of biology, chemistry and ecology to ,;
gocial and economic questions of sustainable development. ) o .

The earlier Interim Evaluation of June, 1983, produced by the National |
" Park Service (NPS), on page 6, states: "... for A.I.D. to use the tools being

provided by projects such as this one fully and effectivsly,‘it nust



eventually establish within each Mission a better technical capability to- deal'
with the natural resourcea components of development(projects.‘y

Recommendation' A 1.D. should hire new professional staff who possess a

background in environment/development as demonstrated by education,

publications, past employment, etcC. Such action will speed up the Agency's

ef forts appreciably to raise environmental awareness, particularly with the

high staff turnover in A.1.D. The Foreign Assistance Act was amended in 1977
to include Section 118 on Environment and Development and this presaged -
subsequent amendments showing increased U.S. concern for the relationships
between wise environmental/ natural resources management and successful.
efforts'in international development. Subsequent amendments have focused on
the linkages between renewable energy, agriculture, biological diversity, etc.f*i
to deforestation, erosion, and other environmental problems. The importance o
of wise environmental/natural resources management to successful development
projects geems to be ‘well recognized by the Congress and others, as reflected
in these changes to the Foreign Assistance Act (FAA). f .I.D. currently is
viewed as one of the leading organizations when it comea to pursuing -
environmental activities actively in {nternational development. |

Thus, A.I.D. officers today need environmental/natural resources ...'
information in greater amounts, greater variety, and greater detail. The

'Expanded lnformation Base Project was ‘gtarted at a critical time to help wi»h.

this need. The base that has been laid will be important in helping A.I.D. to
address and satisfy the new and varied requirements of the FAA. . :
All persons interviewed recognized an increasing need for available
‘information to assist LDCs with their growing environment and natural
;gresources problems. Such information is needed by both A.T.D. field:

| operations and by the LDCs themselves. An indication of this need is the }7



increaeing number of requeete from*LDCa for Peace Corpa Y91°E§¢é?§;hﬂvlnsf

epecial training in environmentiand naturaicreeourcee.

Some concern wae expreeeed by the NPS that_ }prioritiea continuallj

[V

ehift and that, in time, the Agency a intereet in environmental planning might

decline, eepecially with the diveree audience in A.‘.Dv‘and their varied

v perceptions of need. One interviewee eaid that_(fﬁ'

involved in the key etepe of development. k An examplekwaa cited of an

ecologiet at the regional level who wae not included when it ‘came to either“
'idrafting or reviewing Kenya s country plan (CDSS) , Earlier ‘this year,

Missions did not request any International Development Interns (IDIe)_in

“environment and natural reeourcee,” and consequently, A. I.D. 8 Hanpo_wriand7l ,
Training Office did not recruit such epecialiete. Mission actione could;be'
read as having a waning intereet in environmental/natural reaourcesa v
activitiee. However, A.I.D. 8 Adminietrator informed the Missions that
‘environmental/natural reeourcee igsues will have continuing importance in
Mission activities and that appropriate IDIs should be sought. The hanpowergf~
and Training Office again ie recruiting theee epecialiete. SE

It seems that the need for producing appropriate environmental/natural
reaourcea information for international development activities has not
.decreaeed. The rationale underlying the Expanded Information Base seems as -
valid today as when the project began. |

The remainder of the introduction providee a capsule deecription of the "
five major points the IET was directed to assess as stated in the taek ﬁ\quﬂf'
| _statement. Greater detail on each of theee points 1s found in the remainder
of the Evaluation Report. Further, additional points of importance toathev ‘
success of this project are found throughout this report even though'they,may
not have been asked for explicitly in the’taek statement. The IET helievee,*k

though, that these additional points need A.I.D./NPS consideration as wellt'f:



1. Adequacy of the Project Deaign

' The IET finda that the original project deaign was. aound. Thé“éadﬁéheei;

of project documenta--review papera, caae atudiea, deaign aida, and

information tranafer—-ahould have formed an adequate flow of new information(i
to ‘““13: LDC 8 t° improve their capability to conaerve and manage their )

natural reaourcea and environment. The variety of information that might ave

been conceived to aatiafy thia requirement 18 vaat, and the original projectfz

'deaign and its reviaiona generally pade excellent aelection of topica.,fE‘

The project as originally deaigned and deacribed in the PASA recognized”

that "The proceaa of mutual ‘learning in the undertaking of the project ia of
conaiderable but unquantifiable importance,“ and ahould be foatered if it ia
recogniaed. This referred to A 1.D. and other Federal agencies, and NPS in
particular. Changes ‘have occurred in the project and both parties have f’:faf
adapted to the changes. Five amendments to the original PASA have been made;‘ ‘
mostly to add additional funds but also in the fifth amendment to make major ﬁ’
shifts in the general deaign of the project s later phases. Most of thoae 3
persons interviewed felt that the project design was adequately f1exib1e to ',{
handle changes as they developedv Thia has been a complex project and will
continue to be 80 but‘it 1s laying the base for important, long-term
activities in A.I.D. /Waahington, the Missions, LDCa and other developmentv’ &
{nstitutions. Continued flexibility will be important for the project a

aucceaa.

The only aspect of project design that appeara to have been deficient ia
kthe lack of a strong effort to define precisely the audience to which the
project documents were directed. This has had the effect that many documenta

are directed more towards LDC counterpart peraonnel than towarda A.I.D.

Mission personnel. The net reault is a project direction that haa changed
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from the original project focus.: The impact of project documenta on Mission S

personnel, therefore, prohably is leaa than if the audience had been morekj,fj

clearly defined initially. »;’vf

2, Progress to Date

The National Park Service has only partly achieved project objectivea‘ .

defined in the PASA Scope of Work. This appeareltoébe‘no{ oopnuch a problemt

of lack of management skill, but rather a deficiency of in-houae expertieehin
many - of the fields of interest. The project documente initially planned and
thoae in the reviaed 1ists have been produced olowly. Only about 40% of them |
are complete at the time of the review. None of the design aids, which are
such a cmcial part of the project, have been produced in final form. The NPS- .
has established in—houoe expertiae in only one area of interest--coastal ”‘r;h.
resources. This has led to an efficient production of documents in thiav

area. In other areas, NPS has not eatablished in-house expertise. Thio lack %‘”

of technical guidance from NPS has led to inefficient or non-productiou.ofj

anticipated documents. o
Most subcontracted products have been produced within budget or. nearly

go. One major aubcontractor hae failed:and the‘contract canceled. The loss :

~on this product has yet to be evaluated. Nevertheless, many products produced

“g';to date~are‘of high quality even though they will need some editing and

"reorganization to be of most effective use.

" However, a large number exist only in draft form, and they are not very
’Vuaeful in this form. Therefore, overall, the IET teela the producta are of
mixed quality. Unfinished products should not be considered as acceptable to
A.I.D. (see Table l). The subcontracting process for Design Alds 1s lagging
at a time when these documents are becoming more critical for successful
development of upcoming training activities in LDCs. NPS must move these

subcontracts along quickly.



3. Utilization of Products

Given that many of the project documents are still under production or . ..

review, arrangements for their distribution seem to be adequate. Each
document should have a one-page summary for distribution to the project

nailing 1ist so that all potential users will know about availability and

.potential usefulness of the documents.. The Technical Bulletin should carry a 3

systematic series of reviews of project documents.

The main plan for further distribution and utilization of the project‘v
documents appears to be the LDC training seseions of Phases V and VI. It is
hoped that the new information will be transformed into course work in LDC
nstitutions for future generations of LDC counterpart personnel training.
Thus, plans to impact the LDC audience appear to be adequate. This is not the
case for A.I.D. Mission personnel. The plans to further use the informationir
developed by the project is indefinite. It appears that the opportunity to
impact Mission officers will be lost. A.I.D.'s Document Center has records of
who requested specific documents 1isted in the Natural Resources Technical
Bulletins. A summary of requests might provide useful information for

determining A.I.D. Mission needs.

The project should re-addrass the problem of transferring information :8;~~

the Migsion officers. It is cruciai that these officers have some

understanding of environmental and natural resource igsues when they become

engaged in planning future projects in Missions. Environmental and naturai] E

resource information should become incorporated into traditional training
programs for Mission officers. The role of Environmental Officers in the
Regional Bureaus should be strengthened. At present, they are too overloaded
with work to be effective in all matters with which they must be concerned.

A.I.D. administration should consider the feasibility of redefining the work

_}_‘/’D
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load of the Environmental Officera in the Regional Bureaue 80 that a much
larger fraction of their tota1 time is committed to theae iaeuea.»,}'
: Five yeara after the project 8 beginning, the IET can identify no major

or obvioua changea in the environmental and. natural resourcee management in -

A.I.D., or elseuhere, that can be attributed directly to this project.; Few offiﬁ

the major documenta, even in review form, have been aeen by A.I.D. Hiaeion
ataff. "The Natural Reaourcee Technical Bulletin, however, seems fairly
successful and has potential for increased positive impact in Missions and:
with LDC counterparts. Publications listed in the Bulletin have been

requeeted by A.1.D. Miaaion staff and LDC people as well. However, the IET

cannot measure whether theae documents and the Bulletin have had direct"mpacta"

on the management of natural resourcea in LDCs by Hission ataff'or hei D f{f

counterparts. |
Review of draft documente by Regional Bureauypereonnel, their -
participation in the COuncil on Environment and Development (COED) and the
Sector Council, and their exposure to an increased number of project related
environmental/natural resources specialists over the past five years has kept
the environmental/natural resources issues prominent within A.I.D. Washington
activities. Now, the project is really at its "take off" point in its
information dissemination and training activities. This is a critical part
of the project and it should be followed closely by the Sector Council as it
develops and not be allowed to lag in its implementation. There is even some
indication that the commitment of A.I.D. to environmental matters may actually
have declined during the life of the project.‘ We make this statement in spite
of the fact that the project has definitely raised awareness of environmental
and natural resource issues within A.I.D., both in Washington and in the

Missions. But environmental concerns have been added to the workloads ofg



individuals who are already fully committed to other duties in the Hissions

and in the Regional Bur us. There is}no’effective administrative

organization of environment/development issues within operating branches of
A.I.D., The leadership has ‘come from a very small and dedicated group of s/T
officers and an overworked and dedicated group of Regional Bureau officers.

This coterie of environmental administrators is simply too thin at present to

have enough of an impact on project development activities within A.I.D.

Changes in the present state of management of environmental and natura

resources management in A.I.D. are definitely called for.

4, Project Coordination

It seems fair to say that the project has involved such a major task of
coordination within itself between A I.D., NPS, and its suhcontractors that
little energy has been left to achieve ideal coordination with other
agencies. We find only a few examples of coordination with such groups ‘as i
other Federal agencies, the Peace Corps, World Bank, etc. Too few non-A.I.D: -
institutions have been brought into the organized workings of the Sector Fis
Council. The need exists for closer involvement of such organizations as thev
Peace Corps, MAB, OES, OAS, IBRD, IDB and UNEP with the Sector COuncil.on :
Energy and Natural Resources for this project's products to achieve their full
potential. The inclusion of such organizations from this point on in the :
project (and perhaps others) should improve environmental/natural resources |
information dissemination and should foster the incorporation of such |
information into project planning and project implementation in numerous
LDCs. There has been good coordination between the project and the
Organization of American States, especially related to the activities that‘

involved OAS in one of the project documents.
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The Sector Council today seems to be the appropriate center for project

: coordination activities. It is lET'e firm impreesion that COED'ﬁiA:;""'“

“board of directors” for overeeeing the project has not been fulfilled in'an E

effective manner. A need exiete to include representativee from A I.D. e
0ffice of Manpower and Treining in the Sector Council especielly as the .
project 8 treining conponent starts. Coneideretion alao ehould be given to
nembership of the A.I.D /USDA Office of Internationel COoperation and .
Development, end A I.D. s offices deeling with the technical publications
librery and A.I.D. Research and Development Abstrecte.«

5. Future Directions

A. In addition to treining materiele that ere alreedy contempleted eouel.

consideration should be given to the potentiel use- of the AAAS volume on

Resource Inventory and Beeeline Study Hethods.’ This is a complex guidebook at

present that needs to be broken into discrete subject matter areas for further

information transfer. The best vehicle for this would be a series of training
programs. At least four general training programs could be developed on the
basis of this material: the Ecosystem Concept in Natural Resource Planning,
Baselines and Resource Inventories in Aquatic Ecosystems, Soils as a Natural
Resource, Plant Resources and their Management and Utilization, Wildlife |
Resource Management and Inventoriest This is a valuable document and the
opportunity to use it effectively for the ultimate project purpose should not
be lost. It is probably too unwieldy to be effective in its present form.

We feel there is a real need to develop further case studies and deeign
aids based upon them in two major areas of project concern. These are the
Humid Tropics and Rangelands. In the first case, there is an excellent review
paper that the project has produced. But the project has not developed any

case studies or design aids to go along with this paper. It should. A large
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number of excellent case studies in ranéelends-manegement could be developed
and design eids derived from then would be helpful in 8 large part of-the ‘

A. I.D. world. The case studies so far produced are weak and it is too eerly
to know what type of product will be produced as design aids. Certeinly a’ ‘
much more effective get of design aids could be produced, if there were a good

series of case studies to support them. | R

B. The Natural Resource Technical Bulletins fill a real need and’should |
be continued beyond the life of the present project. ‘We recommend that ST/FNR
take»over this task as a continuing contribution to developing awsreness ebout
environmental and natural resource jgsues within A.I.D. Washington end its
Migsions (see p. 63)¢ |

C. The future reletionship between A.I.D. and NPS is a difficult’quesr
tion to evaluate properly. A.I.D. and NPS should continue to work together
for the remaining two years of the project. At that time, this relationship
ghould be reexamined closely during the project's final evaluation.

NPS has largely managed the project with gkill and energy, and no doubt‘l
there will continue to be interaction between N2S and A.I.D. on tuture,
projects. This cooperation ghould focus on areas where NPS has in-houee
expertise. The original conception of the A.I.D. project msnagers to select a
contractor who had in-house capacity to pursue the project was a good one.

The potential for future cooperation with NPS is conditioned by the fact that
NPS has developed only limited in-house expertise on matters of the greatest
interest to A.L.D. in the environmental and natural resource management

field. In the final analysis, it appears that NPS has not committed itself to
developing a permanent organization capable of technical, as well as
managerial, oversight of broadly based environmental and natural resource

projects in the international field.

»

i



»:ﬁ The project hae"ot produced anydrnplanned information for publica-;,

: tion. The documents scheduled for publication will have to be the bagisvfor;i;

review articles and brochures that:'

Otfice of Technical Review. Some examples are mentioned in the body of this d

report.;g‘jkf

for publication and disseminati‘: for‘the reasons noted above 'flnformation‘g

NPS might collect could easily be adaptedifor inclusion in th Technical

Bulletin.

15
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Adequacy of Project Design
A. Audience Identification

' A.I i has some 4000 to 5000 Foreign';ervice personnel.fﬁ;:h;f?tflmr

'one-third are in the professional category., A.I.D. has experienced anf_kﬁ

estimated 80 percent turnover in these‘e"l"ees since 1980.;_:~:

| professionals are split about 50/50 betueen generslists -

PhDs with backgrounds in such fields as foreign“‘olicy,

international relations) and technical" people (mostly S andﬁPhDs typically
An such fields as public health nutrition, agronom xor agricultural o

economics) Probably a large percentage of the professionals could understand

the various environmental/natural resources issues, if they had adequate timeu7,

" to learn a new field in the load of daily chores they handle. '“These’are

busy people,” we were told by many interviewed. By and large, they don t

have time to review materials. Another interviewee said they have a pa o

overload,” and that this includes a plethora of directives from sbovejon oo’ .

many subjects. -
One person interviewed felt that many of the professionals really would

not .care enough about the subject of environment and natural resources to‘ o

learn about it. Finally, one person expressed concern that A. I.D. 8 interestk
in environmental problems is wavering. The interviewee said A. I.D. seems to:
move with the problems--from population, to tropical deforestation, to the

Sahel, and maybe biologicsl diversity will be next.” If true, this suggests

that" the need for A I.D. literature linking environment and development is ;;i?,'

very important. A more accurate definition i8 needed of the existing
sudience, the potential audience, and the desired audience.

Also, A.I.D. provides no- career paths in environment and nsturalt
resources. Consequently, professionals aspiring to high positions in A.I.D.l!_'

commonly move out of technicsl activities sfter a few yesrs.

/&



Recommendation° A I.D. should establish a career path in such technical

areas as environment and natural resources. By doing so, the 1ikelihood that

a critical mass” of specialists would be assembled and maintained could be

improved. Without a career path, such individuals are almost assured that

their input in long-range planning of A.1.D. activities will be minimized.

In any case, the project has been hamstrung to a certain extent (though |
surely»not to the point of being crippled) by confusion about ‘the perceived “
audiences or targets of Expanded Information Base documents and by confusion
about who those targets are. 0bviously, to whatever extent the documents have
not, or do not in the future, match the needs, desires, or capabilities of the
recipients, they will be ineffective in achieving their purpose.;" .

While it is- important to tailor the documents to the audience, the second
variable in the matchup should not be ignored, the audience itself. The S
audience can be changed deliberately, and in fact is constantly undergoing

change. The changing audience may be a’common aspect of any long-term :j:}_:7fw

project.
During the course of the project, a shift seems to have occurred in the
target audience from A.I.D. Hission officers to. an counterparts.’ This major

change in project direction merits full consideration, because the impact that

project documents have depends a great deal on the audience for which theyuare

intended. We consider the problems caused by audience definition to be'a

management problem that NPS/A. I.D. share to some dagree,

responsibility rests on the contractor.

The audience orignially intended for tha products“of this,p'”ject‘
consisted of A.I.D. personnel in the Bureaus and Hissions. ;The original PASA
dafines the audience in these terms, | the dnents to t k

alter it.ﬁ In general NPS project managers and BT/?NR"project,managersg;u

/]



perceive that the project documents must impact on the development planning

routines of A I.D. Hissions to be effective.r Nevertheless, the IET heard

’statements that there is no standard,a dience and the documents will be

cost-effective only if they appeal to a broadened audience. Hany aspects f

the project seem to bypass the target audience in the Hissions and seem to kﬂ;:\

appeal to or be directed towards LDC personnel. In some respects, the;s?:

intended audience seems to have shifted from Hission officers to LDC f‘

personnel. Some examples of this are cited below.'al

first issue. Respondents listed a range of topics on environmental issues asvf_

i

topics for future issues of the Bulletin. They asked for fact sheets, project;
reports, case studies, how-to manuals, ‘sources of expertise, etc., that would jg

be useful in preparation of development plans (see Appendix 4), One Nps ,' »7_'

member commenting on this response said "...the project is not reallz

conceived to provide this type of material.” This statement is an amazing one

coming as it does from a memher of the NPS management team. One must ask why

the project didn t shift gears to produce the kind of information most needed ‘

by their target audisnce.

| Instead, project management has allowed the type of products being
produced to determine the target audience. The Technical Bulletins appsal .¢‘
"both to LDC personnel and to Mission officers. A more directed effort to =

insure that the Technical Bulletin content was aimed at the needs of Hission ,

of ficers might have made the Bulletin a more effective path of communication f

between the Expanded Information Base project and A.I.D. Missions.

The chief means of direct communication between project personnel a"'thej
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", A.I.D.‘Mission officers want help in designing projects that will be -

v:acceptable in washingt n.p Thusuv are most likely to meet their 3"

o eeds. One NPS member‘remarked thatfik‘he;didn t have the design aids,

would have difficjlty in justifying he. eview papers and case studies and'h

' looks to the design aids to be useful to the Hissions beyond the life oftthe
- pro :ct. Unfortunately, the project has”not yet produced its first design 5"

aid. Without user-oriented documents, the project has no-way t’"wim

process of project design in the Hissions.j;fﬂl“ .

The project, especially in Phases V and VI, apparently'has developed'af

tendency to look beyond the Missions to LDC personnel and in itutio

specified purpose of Phase V 1s to ,train the trainers.v, This means LDC‘f?;.

personnel, primarily. Phase VI is designed”to assist in development of LDC L
institutions as future training sites involving LDC personnel.- However

.laudable this goal may be, Phases V and VI will shift the focus of the project ’

away from the primary audience that it was designed to serve. ;2;q;x{gff

We can only speculate about the reasons for the shift in emphasis that 17

project design. Those assigned responsibility for environmental

considerations are over-committed with two or three other high priority

assignments; they usually are not technicall’ ‘:ained. Possibly, the NPS,;Lt
finds it difficult to relate to Bureaus andguissions because of lack o s
experience in dealing wvith A.I.D. Thus, perhaps, it was easier for the
"prodect to reach out towards LDC users to broaden its audience. dﬁ'b\hﬁ‘

'lf. However, the primary audience remains the A I.D, Hissiona, for thert the

crucial decisions about integrating environmental considsrations int

deve10pment planning must be made. The succsss of the project vill finally'be
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judged by the degree to whi h the documents and training activities that it

generates help the uission officers design sustainable development projects. -

Recommendation" The A.I-D /NPS project mangggrs should re-examine the s

direction that the project ie ta;_gg:_ﬁThey should re-emphasize the goal of

Hission officers with information relevaut to their planning

groviding A.I.D.
activities.

Recommendation: Project managers should concentrate their efforts on

producing sound de__gn_aids. The direction, energy, and resources‘that‘are ;,

directed towards Phases Vv and VI should be reconsidered in this light.

0f course, the documents were prepared by dif ferent people and are
different in content, style, level of expertise, etc. It is inappropriate to :
generalize, therefore, and especially difficult to do so when seeking to e
pinpoint reeponsihility for confusion about the primary audiences or' | S
ineffectiveness in matching documente to them. This ‘problem will he discussed?}

further in comments about the contente of individual documents.
)

Following are some basic questions that sum up the issue of audience '

{dentification ard the appropriateness of the documents vie-a-vis their

recipients:

o ' Who are the primary (and eecondary) recipients of the documen”n

0. 1Are the documents tailored to their needs, in terms of styl: andﬁi;h

content?

o nAreethe documents tailored to theirLGX‘ertise, inftéfmgjég'gﬁgiefgf ’

and content?

‘o 'P?can the recipients be more carefull defined; in terms of‘needssf;”

and expertise?
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Can the documents, vith adaptations--such as: excerpting,

.o‘

numbers, replacement, changing qualification requi“ements

;,y education, and policy directives?

Following are some examples, taken from documents and interview’,

J‘

confusion about who the audience is. ‘

"o The Project Paper defines recipients in very‘general terms.:.lhe'totalV
emphasis is on A.I.D. Regional Bureaus and Missions, in general withjno
mention of individuals. Only one mention is made to dissemination of e
information to interested persons in A. I.D., developins countries, and other f’f.s
development assistance organizations. Hhen workshops are discussed however,:;{,
there are references to “host country colleagues” as participants, or to fLDc,‘”“
counterparts, if desired. _ B x

o The PASA between A. I.D. and NPS states that the purpose of the projectfb'df

is to provide useful information to. ”Regional Bureaus and, implicitly," ; '
. Missions...."” "Information must be communicated to ”A.I.D. staff.i Workshops
are aimed at A. I.D. personnel and "host country colleagues. It is notable

for not mentioning LDC. personnel in any specific manner. Natural resource

information useful for project planning and design was to be made more |

accessible and actively communicated to A.I.D. staff.

o The Interim Evaluation of June 1983 makes a number of references to'
ﬁissions as targets, but 1:'5150 notes that the Technical Bulletin and Review j
Papers were being used by A.I.D. and LDCs and points out that Phase IV is. to
'introduce A.I.D. Missions and host country counterparts to the Review Papers,d

Case Studies, and Project Design Aids.... ,14
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Ad;io Aa the project took ahape, the purpoae of the project was clear ‘but a

certain vagueneaa existed about juat what aorta of A.I.D. and/or LDC people

VOne person commented, We didn'

would be recipienta of the informatio

that well what we were dealing with’j_iEven to. thie day, there ia at leaat

some’ continuing diaagreement among proj':t~managere on_thia point.'

::fo Different intervieweee characteriredathemaudience.in thee ,waya. p

| Country development planning officera and’thoae copl arged wi

| development of’ projecte (not their implementation‘

LDC people were considered at firet a aecondary audience
A.I.D. suggested in connection with one’ document that the audience beA

broadened to include aomeone who might opgrate a project,

according to an NPS official., wf 'a
A.I1.D. project managere and their LDC counterparta.;a§¢

A.I.D. Mieaion planners.

A.I, D. and other Washington people arefnot na ‘ere ?an audience.

' Among the LDC targets mentioned were official ‘of,countriea'

Departmenta of Natural Reaourcea./yv
o A good deal of confusion existed when it came to clarifying the .
audience for subcontractors. Said one interviewee: “It was very difficult inl‘
\dealing with the contractors for them to underatand the audience, and the f'
right technical level for the documents, and to addreaa iaeuea of use to the )
| recipienta. 5 Another said: "In every case, it vas very different between
what you wanted and what the contractor thought you wanted.

Closely related to the identity of the recipients is the type of people

{“they are. Consensus seems to exist that both A.I.D. and LDC recipienta can be
considered university trained, and that they include economists, political
‘acientiata, and technically oriented people like ‘engineers and agricultural

experta.

rfknow”‘
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o For uhstever resson--sbsence of, or nonsdherence to,. policy or f

directive--no uniformity exists in the ws ;environmentsl snd nstursl resource

responsibilities sre sssigned to people in A.I.D. Hissions. One - A.I.D’

officisl ssid the Agency hss few environmentsl professionsls. “He sre stsffed

uith generslists snd a delusion thst by??iving them the right informstion they

duties with respect to the environment. They have all types ofadegrees_ln_:iyl
they may be "operating in a field they re unfamilisr with. To a lot of these -
people, "forestry and natural resources is a nev  fad that will come snd go.“f‘:
Clearly, the Mission recipients are varied, ranging from people with ,::h
neither training nor interest in environmental considerations to well- $ Aiyb
qualified environmental officers specifically requested and assigned to
Missions or Regional Bureaus in furtherance of policy interests. In a number
of cases, environmental responsibility has been assigned to sgriculture o
officers, or to health people, or it may be lodged with energy (as in
Pakistan) or technology (as in Honduras).
Few Mission environmental officers have professional environmental
training. The role of an environmental officer nay shift from person to
person within a Mission; it may be carried out by soneone managing or
associated with the program or project itself; in one case a Mission Directorky

hinself sssumed the role because he knew more about the subject than anyon° f'

else. In some cases, a Director might want to address a specific ecologicslfi

issue and hire someone to do that directly or;by contract. I“-"di‘i?“,‘?g.ﬂ

A2



having ther expertise (which may not mesh well with environmental problems).

thekMission officers have many other problems to deal withgfi:f

A I.D. has the potential to move to another higher plateau in terms of
environmental awareness, responsibility, etc. But, to accomplish this, there
is- a prerequisite that more economists and planners become fully knowledgeable
‘about environment and development. An improved understanding will be required
by Mission directors, and program officers, but particularly economists. o

Recommendation: A.I.D. should make a strong effort to bring

development economists and planners "on board,” i.e., to recognize that

envirommental concerns should not be separated from economic development.

Bringing them on board in the training and information transfer process
requires that the training be an effective blend of environmental managementﬁf

and development economics.

Similarly, mixed comments were received‘on the role played by agriculture

officers in A.I.D. and efforts to integrate a iculture and environment. On

the positive side, one intervievee said, "in some’cases, the Hissions are f
ahead of Washington, with sustainable agriculture programs, etec. In the ?5
.field we're getting an entirely different type of agriculture officer, ex—
Peace Corps people and so forth, more open and more oriented to rurel _f
development.” On the negative side, the separation of agriculture was
tstressed: "If it ien't a new strain of corn or wheat or rice, they re not
.too interested o« s e it has to be done on a personal basis.” |
| As far as LDC audiences are concerned, the project did not try to take
5‘_intofaccount the types of organizations or the types of individuals who might
Hfor‘should be the targets. Would the LDC people be administrators, ongineers, .
7~}project planners, project managers, general planners, e environmental advisors,

“:agricultural officials, or other agency officials? Would their organizations

AY



be government agenciea (for natural reaourcea, agriculture, foreatry,,
planning), academic inatitutiona, or research organizationa? What are their ‘

expreaaed needa?

Nor did the project aeek to distinguish between A.I.D. and an audiencea,ﬁb

yet such diatinctiona could have various implications for the documenta

themselvea--for example, their content, vocabulary, tone, or language of

tranalation, if any. One peraon interviewed aaid that, in aome caaea, the,

LDC people may be more expert than their counterparta within A.I.D.,li?

While the attributea of the ‘LDC audience were not analyzed, the general '
characterization of Mission officera was well known to the ST/FNR project p
manager and to members of the OOED who were responsible for project overaight
from the project's beginning. Close interaction between the A.I.D. project »
manager and NPS should have provided NPS with sufficient information about the |
intended audience so the documents produced could have been directed moreu~ |
accurately towards the Mission officers and their needa. The gap that
developed between original project design and its mid-term expression was not,
in our judgement, due to inadequate project design.

Some sort of market analysis of target audiencea seems appropriate and‘
feasible now. Perhaps, this could be incorporated with an effort to monitor
the response to, and demand for, the documents generated by the project. Of °
course, the project can serve to establish an audience or market as well as
supply the demands of an existing audience. Certain project documents already
 have been used in discussions with other donor organizations originally not
apecifically jdentified in the project goal. This fallout from the project ia

important and auch activities should continue to be encouraged.

5
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Reconmendation: That management of the Expanded Information Base project

supplement the design of the project with an i{mproved definition or

characterization of the audiences (includAng_ft least an informal market

analysis) and then clarify what this means i{n terms of the documents provided.,
and their distributionm. ‘

B. NPS Selection and its In-Houae Expertiae

A.I.D. project designera evidently uere mistaken about the capability

of the NPS to carry out’ the project with their own ataff. Originally it was |
contemplated that NPS would use. only ita own technical expertise, but when the
limitations of NPS became. c1ear, aubcontracting was adopted as a mechanism for
preparation of the documents. Clearly this was a project deaign fault and
considerable time could have been gaved and anxiety avoided if the problem_7f
had been recognized in advance. Nevertheless, it alao ia a meaaure of the_”
adaptability of the project managers and COED. By S

Several other options were available. It would aerve no purpose in

hindsight to judge whether or not one of them ahould have been choaen in

preference to NPS; but it might be of aome benefitJif?changea in the project

are considered for thejfuture. Thua in addition tofthe option of remainkng‘
with NPS: ‘. SRR |
0 A I.D. ould hire or contract directly for the people needed to prepare
the. documenta’by atrenthening ita own ataff with additional expertiae.
vt' (¥ A I.D. could go to a different contractor, either a Government agency
‘.other than NPS or a private contractor (which itself might have to turn to
aubcontractora to cover the full range of subjects). -
o NPS ataff could be strengthened gsufficiently to take on the document

preparation task itself, rather than going to aubcontracting. “”'

Ay
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: NPS staff 1ack LDC experience. In a relevant comment, an A I.D. official

said k"NPS has limited LDC experience.‘ We probably should have gotten them o

out.more. NPS has tried to talk with Hission people as they come through

Washington to make up for NPS' own travel restrictions.» A re1ated point is

whether or not, given the role that NPS was assigned it needed strengthened o

expertise to oversee the documents preparation. It has been strengthened inﬁfpj

part.

The Expanded Information Base project is an ambitious effort to effect.ffi

aike

information transfer from ‘technical experts to general officers of A I.D.,rb

The differences in 1anguage, idiom, viewpoint, etc., between technical experts '

and generalist planners and project developers is vast. The original project
design probably did ot anticipate how great a task it was to effect this
information transfer. In all probability, it wonld have been virtually .
impossible to anticipate fully the energy and inventiveness that would be
required. The fact that several documents effectivelymade this transfe;:vi .

is a compliment to the project managers.

The NPS has chosen to operate this project by temporary assignment of its

staff and by acqniring temporary staff to fulfill certain specialized func-
tions (e.g., Coastal Zone Management; Training). It has, in fact, failed to

institutionalize its capacity to provide effective management of integrated

J‘international environmental development projects. It has no core of experts o

that will remain with NPS International Division after this project completes:i‘

its funding cycle. Therefore, in the future, NPS will be in a no more -
strengthened position to respond to a PASA such as‘this‘onevthan itvvas‘in;,f

1979.

A
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CA Inadequate Description of Desired Products o .
Closely related to the problem of inadequate audience definition is:"
that of insufficiently clear description of the documents sought from the
prodect. Conflicting opinions existed and exist in A.I.D., NPS and outside as
to what the final products should be. Consequently, the documents are to some;
extent a ”mixed bag and include some unexpected results, some disappointing }

(as will be discussed below).

It is true that the project design envisioned a logical sequence of
document categories--i.e., review papers, case studies, and design aids., The ;
fundamental idea was sound. But, there was a lack of sufficient clarity about
the nature of the documents themselves. This relates to such aspects as the :
degree of academic or scientific’orientation and expertise, the level of
specificity in the material, length of documents, and various aspects of
packaging. For example, there could have been a more careful sorting out
of documents that should include highly specific research, those that should :
concentrate on examples from developing countries, and those that ghould focus '
on applications.

It was suggested that people hauing a strong academic learning were
not necessarily the best ones to prepare the documents, that more practical,
kmanagement-oriented material would have been more useful. Another interviswee
suggested that the documents might have better served to create a medium
between the technical experts and management people, so the documents could
be utilized better in decisionmaking. This might have been possible if the
documents desired had been more carefully described in the project design.

Since a major thrust of the project is now directed towards LDC
personnel, the question of adequate project design to effect information

trangfer to LDC counterparts mst bevconsidered. The initial project dssign
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ot nticipate the need for document translation to the working languages

of host 1ountries. “ﬁi.fu f'

The Expanded Information Base project 4 an:English-me

~dn terms of much of the research it reviews and'upon'which‘it_vs'base

fthe language of the final products. English s appropriate if the intended»

5audience is A.I.D. On the other hand, some participants now believe ‘that thefﬁ

u1timate audience is LDC personnel. Furthermore, several products are _]ii¥q55"

directed specifically at the LDC audience. This being the case, the .ﬁ;;;

limitations imposed by use of English medium must be noted. Similarly, j
inclusion of additional foreign references in the reports would have
improved the documents usefulness in LDCs.,; , | "' |
Obviously, the Spanish medium would be‘appropriate in most of South and
Central America, French 1in most of West and North Africa, and Portuguese in
some parts of South America and Africa. And,‘while English is widely spoken.
and read:hy'university—educated people in Asia, thevlanguage of business and,d
”governments in this region is the indigenous or official language of the {
country concerned' this has become progressively more true as Asian countries
'have developed their own educational and governmental systems in the post-
’”colonial era.~u
The only efforts to provide LDc-compatible translations of project
documents appear to be the summary of the Rumid Tropics review paper in
‘Spanish,band-a Spanish edition of the OAS case study and guidelines which
is planned. No other firm plans to bridge the language gap seem to exist,
although the merits of dcing so are acknowledged by the project manager.
D. Links with the Office of Manpower and Training

The Project Paper (PP) states that the PP would ‘be circulated for reviewf

,to the A.I.D. Office of Msnpowar and Training.f That idea had merit but the

AT ol
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Muks' between project managenent and that office over the five-year activity
eppsencly vere sptty at bt

Recommendation:¢ ST/FNR‘éhdﬁldiﬁ;ﬁéﬁfhé’HaﬁbbﬁéfﬁhﬁalTréiniﬂs”Office'a

formal member of the COED or the Sector Council, .
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NPS people expressed different opinions as to whether A.I.

not have the flexibility needed to respond to questions about social nd

economic factors and about relevance.¢3vThere were no contingency loops;built

in,” the NPS person said. The Project Paper was designed for engineers'l _kr”

we're trying to do policy analysis." He added that it has been difficult to

seize on opportunities, and this is needed in ‘an environmental worldr hat is

changing 80 fast. - . v B
| ST/FNR has held numerous meetings with NPS during the project 8 f’
lifetime. Because this is a "team” effort (A.I.D. and NPS), 1t seems th Ht,j;b(
both parties need to meet to determine.: how bureaucratic problems can be”
minimized go as to facilitate project activities, and what are the clear nj‘d‘
similarities and differences between A.I.D. and NPS in their philosophy of
international development. IET interviews surfaced these issues, and though
these may be minor problem areas now, they may tend to grow with time as" field
training plans get underway. Open discussion on the points now seems o ""7
appropriate. . | o |
B OOED

Although one or two people expressed the‘vi‘ that the COED was and has

- continued to be effective in its role as "board of directors for overseeing

“'the project, it is IET's firm: impression that this‘role has not been fulfilled

in an effective manner over the last few years.} It seems clear that a mv :
revitalized, and perhaps expanded Sector Council could perform two functions

important to the success of the project:
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versight of its implementation. 'rhe’S"(’ctor Council could perform a

.?further project activities. including decisions f’-

on adaptations and translations of documents, dissemination strategies‘

subject matter for other documents’:and training programs.

‘ZAifImproved communication. The Council could serve as a valuable'"ﬁi

'mechanism for expanding the dissemination of project documents.o
as well as generally spreading word of the project to other organizatio .

The potential for the above would be even greater if membership ofithe
Sector Council were expanded to include representatives of other branches

A.I.D. and of outside organizations. even if only on an. ad hoc basis for

example, by inviting their representatives to a meeting to diacuss a
particular document or documents and obtain their views.' Such organizations e

could include the Peace Corps. MAB, OES, OAS, IBRD, IDB, and UNEP.

Recommendation: The Sector Council should meet more frequently, provide /?3

closer scrutiny of project activities and documents, and expand its membershipj;

so as to improve coordination on environmental matters and broader

dissemination of project documents.

C. Document Review

Evidently, A.I.D. personnel are short on both technical expertise and

vable to o

: time when it comes to reviewing the project documents. They may be

/ ,make comments on packaging and presentation. but as far as technical or;

'substantive review is coacerned, the results have been poor. Other duties
have ‘higher priority than reviewing the documents. And sometimes. the;..u

‘deadline given for a review is unrealistically short.

One interviewee complained that only a week or two was available to K

1review the large Coastal Resources document. Another said the review work”f'

kimposes a large burden on a small_staff. that reviews are not done promptly.”ff



and that their bosses preferhthem to work{on?their regular regional

documents have a high priority at the Agency. Consider g fﬁ

being of high priority in the Regional Bureaus, consequently, theiré:eviews

come in late. Concise summaries are needed in all d 4 . t~ assist the

reviewers and probably increase their interest. Hhen discussions moved to the;ﬁ

Technical Bulletin, comments were more favorable.V (Por further discussion of fj”

the Technical Bulletin, see page 57.)

ST/FNR already has suggested that an evaluation form be sent out with all,

. publications to assist in the review purpose. Such a form vould be beneficial

5’even for the rough drafts that are circulated to Regional Bureaus. n,”.



-33 -

1. qusessment’of\NPS Project Activities

A. Pactors Affecting Production of Completed Studies

w The NPS has brought a high level of management expertise ‘to -the p” je”'“"

and these skills are largely responsible for many of the excellen_.pro

that the project has produced. A fsw examples are wort-

The completed reports on the Humid Tropics (NRC/NAS), Legal and Social

Institutions (I.I.E.D ), Resource Inventory and Basel :e‘Study Hethods (AAAS),l
and Case Studies of Regional Development ‘in Latin America (OAS) are all (" o
comprehensive documents. NPS arranged to produce each of these documents withf
a well-established experienced and competent organization. After the e
subcontracts were let, NPS management personnel carried through with the
subcontractors until a completed product was produced. “The large, :

intimidating AAAS document involved a time-consuming effort, because of its»

of diverse experts to produce such'studies. That the final report will soon
be published attests to the perseverance and management skill of NPS '
personnel. Al L T

The production of the OAS report is a good example of coordinated;effort_l

between NPS management and the subcontractor. Both organizations operated

through able project managers in this case. The cycle of planning objectives,il'v

developing a draft report, obtaining feedback from the field snd integrating :

it into the final report, and production of the final‘draft vas completed in ai 1

timely manner.

A different example of NPs skill is the production of Case Btudies, it 4

: Guidelines, and Design Aids for the COastal Areas:,iln this case, NPS _ﬁffh“'f-‘

identified a number of subcontractors to obtain the desired subject matter :’*VV;

’coverage.. NPS' let the subcontracts, coordinated document production, and

%y
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oversaw subproduct integration into a comprehensive final document. WhileT L

quality variations exist among the individual case studies, the final produc'f"

successful management of this effort was that NPS obtained the services of
project manager who possessed subject matter expertise in coastal zone
management. This project manager gave NPS an in-house expert to communicate
effectively with the individual subcontractors who were preparing case ’tg'-

.studies. A common format was developed for the products. And, the project

| manager was able to achieve an effective translation in language and viewpointlzj

from technical experts to target audience that will make for effectiv

information transfer. This truly was a major accomplishment.ﬂ“~

Some deficiencies that have developed probably are related t’ th

following. Initially, the NPS International staff was very thin and it had

‘limited subcontracting experience. NPS lacked in—house expertise in many

Apertinent areas of environmental planning. NPS had limited experience

overseas, especially in dealing with LDCs and with international development

organizations such as A.I.D. It had little direct knowledge of how A.IL.D. -
operates overseas, and its approach to natural resources management differeddsg

from that of A 1.o.

: Inexperience in contracting shows up most directly in delaya in PrOducingf5-

»jproject documents. The IET must express concern about the status‘ofuf

production of project documents. A few are complete, or in. an advanca°'state f,\f

such that their final versions can be anticipated at an early date. (These

include two review papers listed in Table 1.) Others are ready for final

printing (indicated in Table 1 by *). But, a surprisingly large number of

documents exist in draft form only. Hany of these documents are crucivr
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background for Phaaee v and VI, and, it seems likely that they will not be

: are contemplated for later‘thia year. Some documenta do not eeem to exiw i Jﬁg_ﬁ

all. (Theae are underlined in Table l )

not yet been contracted and 101 ia not yet due. Thia limited atate of :~‘51

readineaa in aupport of Phaaea V and VI muat remain of great concern until
atepa are taken to bring more project documenta to a completed stage. o
Nevertheleae, one A. I.D. manager believes that 902 of the Phase I, II, III,;:
and IV producta are completed and, therefore, that the project is in poaition
to proceed directly to Phaaea V and VI. |

The only product that is complete for the Humid Tropica theme is the_nl
NRC/NAS review paper. Everyone seems to agree that this theme ia atill ahitﬁ
high priority area, yet there seems to be no progreaaion to case atudiea,!f{:'
‘ guidelinea, and deaign aida since the reviev paper was publiahed in 1932.‘fA7
| contractor has not been selected yet to produce the deaign aids. This delay
- must reflect a breakdown in management capacity. It seems likely that a major
reaeon for the lack of progress is that NPS has no in-house subject matter
expertise in Humid Tropics resource management and, unlike the situation uith ‘
Coastal Areas, they have not retained such expertise to help direct the
productionvof project documents.

“Huch the same situation exists with the Rangelands theme. Here,‘the only
product to date is a "draft” copy of the review paper. It is not clear vhen,
or if, a final copy will be published. No case studies, guidelines, .or design

,aida exiat for the Rangelands theme, although the panel has been told that a

f contractor has been selected to produce design aids. Management has not baan

P
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able to cope vith production requiremente pertinent to the Rangelande theme.i‘i
'Agein. NPS hee no in—houee subject matter expertiee in thie eree end hee not‘ -
:retained euch expertise to direct production. l hk R

- The IET penel ie quite concerned about the two. deficienciee cited ebove,kﬂ
ibecauee ceee etudiee and design aids will form the baeie for Pheee V eud VI
;ectivitiee. Preliminary design sessions for Phase v are echeduled for

October-November 1984. It seems unlikely, considering the present rate of

production, thet preparations for these sessions will be supported by projectff
docuuente infthe thematic areas of Humid Tropics and Rangelands. o
The}NPS has experienced several problems, not of its own making, thet; B
affect the slow delivery of finished products. The eubcontractore heue;heen' :
slow to complete their work. The eubcontrectore have had further difficulty
in focusing on the problems, igsues and audience that the project ie deeigned f
to serve. Review by A.I.D. often has been slow. Furthermore, A.I.D. o
reviewers have been unable to provide much technical eppreieel of dreft
documents. All of the above have required more time end energy on the part of
NPS than originally might have been anticipated. Part of this problem is the
normal learning process in managing a project as complex as this one. In the .
final analysis, however, it is the responsibility of the NPS to produce: |
products in a timely manner. It seems that many instances exist in which
this obligation has not been fulfilled adequately.

Recommendation: Increased effort should be focused on stimulating the

revision of draft documents, and insuring that final drafts become available

in a more timely manner for final reproduction. If technical reviews cannot

be obtained within NPS or A.I.D., outside consultants should be engaged to

provide such reviews and to eliminate this factor in the slow rate of

groduction.
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Table l.‘ Production Status of Project Documenta (to 1 Hay 1984)

1. Review Papera;

c.

D,

1I.

Title Contract
Ecological Aapecta of Development g liléﬁb:
- in the Rumid Tropics ~ NAS P
" Legal, Regulatory, and Institutional Aapecta 'ljl9§Qf

of Environmental & Natural Resources = I1ED
1. A Country Study of Venezuela

2. A Country Study of Sudan

3. A Country Study of Ghana
4. A Country Study of Malaysia

Resource Inventory and Baseline Study ’ S
Methods for Developing Countries - AAAS

Natural Resource Trends in East Africa -
Clark U.
E. Ecological Use and Management of Rangeland ,
Resources in Developing Countries = W.I. L
Case Studies and Guidelines
A. Case Studies in Integrated Regional Developmant :
Planning in Latin America - OAS o ‘°81'
1. Mexico
2. Ecuador
3. Argentina
4. Panama
5. Bolivia

B.

C.

6. Dominican Republic

Guidelines for Designing and Implamenting

Regional Development Planning Studiea - OAS
(Included in IIA) ; S

Resource Management and Development in Coaatal
Areas - RPI
1. Changes in Watershed Land Use:
tural Runoff - Clark U.
2. Coral and Sand Mining - IRF
3. Coastal Zone Management Studies:
nesia - LSU
4. Impacts of Freshwater Diversions on the
“Coastal Ecosystems of Selected U.S.
Rivers —— MM
5. Aquaculture Technology -~ U. Miami
6. Coastal Fisheries Management - IRF
7. Beach Erosion - RPI
8. Institutional Arrangements for Coastal
Resources Management = RPI

9. Island Ecosystems - IRF

Agricul~"

Indo—k

Draft _ ‘éoogiétgp
1982

Not Available

'v'ifffosa)

1983%
1983%
1983#
1983#

1983*
1983*

1983*
1983%

- 1983%

11983
Not Available

(1983)
(1983)

Not Available
(1984)

(1983)

1983%

?
Not Available




":;iiffTitiej

IIIaﬁ*beéigngids

‘Ao Guidelines for Coastal Resources
- Development and Management = RP1

- Be. Design Aids for Coastal Resources
: Development and Management = NPS -
(To be drawn from III.A) :

" 'G. Ecological Use and Management of Rangélhnd;
‘ Resources = WI S

D, Principles and Methods in Developing.ﬂumid
Tropical Regions While Protecting '
Natural Resources — WI (?7)

IV. Information Transfer and Dissemination

A. Natural Resource Technical Bulletin

1. Volume
2. Volume
3, Volume
4. Volume
5. Volume
6. Volume
7. Volume
8. Volume

Notes:

1

O~ SWN

‘Contract Draft Complete

(1984):

‘Not Available

Not Contracted

Not Contracted

1981
1982
1982
1983
1984

*)’follbﬁfhgha dpte,indicates>f1n§1 d:aft'ia‘cdmplqtg;’;eqdy for printing.

( )‘encloéihﬁfai;éJiﬁgicateb preliminary unedited draft only.
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B. Subcontractors' Appropriateness _ |
A legitimate question exists as to whether it was appropriate or wise, in '
choosing subcontractors to produce the documents. to opt for purely scientific

- or academic expertise, as was done in most ceses.~ (a notable exception was t;df‘

the OAS case studies docunent.) An alternative would have been to give the

job to resource planners, project nanagers, and the like--people who'nee “to
assimilate, oT have assimilated, appropriate scientific knowledge, hu ﬁ"“ |
in a position to relate that knowledge to actual experience in manaéing
vresource or resource project. As one interviewee put it, “it s(atq estion ofﬁ
how you cut the informational material.” It can be, as well, the difference
between a document that dwells on the life history of a riparian aninal and a
document that pinpoints the problems associated with an oil and gas facility
in coastal areas. Another approach would be to have the planners phrase the
questions and then get the answers from academe. |

In the case of a number of subcontractors, NPS had difficulty end lost |
time uhen confronted with the unique institutional and personal style of
acedemia. In connection with a particular subcontractor, one NPS interviewee
said, "It was hard to get them to understand the management useé of scientific
jnformation and what A. 1.D.'s trying to do out there.” This person suggested
that it would have been better, and would be better in the future, to start
not with the scientists but with people in a *middle position,” between
gscientiste and those responsible for management. Thus, one would try to
identify management OrT project needs “and then go back to get scientific help
when we know exactly what questions to ask them. You start from a management
point of view and try to get smart.”

NPS selected most subcontractors to preparo_specific studies by using:',

the “request for proposals” (RFP) process. NAS and IIED were soleésource

V0



contractors, but they uere believed to be far above others in. their ability to
reapond to apecial needa--NAS for the humid“tropica, and IIED for legal and

inatitutional iaauea.. Winrock, U. of Miami,'LSU. and RPI a11 were A.I.D.~‘,

aelected Indefinite Quantity Contractora (IQCa) and, aa euch, were eaey to uae

beceuae '1QCs are able to provide quick reaponae uith ninimal bureaucratic

papervork. Certain other IQCa vere not uaed becauae of their high oveth

costs. OAS and Earthcare “had cooperative agreementa with NPS and, therefore,"

no RFPs were required for their tasks.

‘Recommendation: NPS should seek subcontractors for other activities

within this project who possess i{n-house expertise sufficient to carry out

and manage the project in those substantive areas that are crucial to the

completion of the project. For example, A.I.D. has developed centers of

excellence in various {nternational development areas at perhaps 75 to 100

U.S. universities. These institutions should be examined carefully for use as

future contractorse.

Recommendation: Wherever the contractor does not possess enough subject

matter expertise in—-house to manage one of the major thematic aspects of the

project, the contractor should retain a gsuitable outside expert to assist in

management of products in that area.

v
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v. Assessment of Informstion Products

r _:v}_ it

Any comments on the documents should be prefaced by a reminder that only

a few of those called for in the project have become final, snd a number are

not- in drsft stage for inspection by the IET. Therefore, this assessment ‘Q.f

necesssrily is based on incomplete informstion. Also, it has not bee,
'possible to make a thorough analysis of each document in terms of its
accuracy, soundness, relevance, or applicability in the field. ’

What 1is the purpose ‘of the documents? The underlying general purpose

is to help A.I.D. fulfill the mandates of the Foreign Assistance Act and of

internsl policies and regulations. Hore specifically, a primary purpose could .

be to provide the kind of information that A.I.D. Hissions and an people needl

to understand the environmental ramifications of a development project snd

take appropriate actions.

It 15 precisely with respect to this primary purpose thst many commentersi"
expressed misgivings about the documsnts. The msin thrust of the criticism isif,

that the documents do not provide the kinds of specific, precticsl informstionﬁ

that is needed to plan and manage field projects. These were some of ths ,

comments on this point:

0 "The information has to be spscific and particulsr. ‘There's a tendencY;iv

to summarize and generalize.”

o "The documents need to relate to a specific intervention.”

0 "Some of the documents are too academic. They are of utility to -
scientists but not to A.I.D. or LDC counterparts. They can be used in
universities for research. And technical officers in the Missions might use
them if they have a personal interest in the subject. But, they don't tell

the guy in the field what to do.”

%



"“No book will be read in a Hiaaion.l'Afdocument haa to help them on a

apecific project,zor helrfthem create a good new project. They juat can t go

through it all. (A type of exception waa noted.= Any document would be uaed.gf

if it related to a apecific mandate to focua on the aubject, auch aa a policyglﬁ

directive from Waahington as interpreted by a Hiaaion;"irector.) :”

o A document ahould be uaer-friendly; and,ﬂﬁ,'directly to topica o

intereat.  Some background expertise ahould be provided. It'ahould "*"7’“

general - obataclea but not conatitute "a recipe for deaigning a'project. |
oA fully and properly indexed document would enable a reader to locate
perhaps in a aingle paragraph what he or she needs to know about deaigning a
project to meet a particular problem or need. (There ia no index in the NAS/
NRC review paper on humid tropica, in the IIED review paper on. inatitutional }?
aspects, or in the draft of the Winrock review paper on rangelanda.)‘ o
oA peraon representing an international organization dealing with ; v‘;jf'i
similar environmental issues felt auch long documenta might be viewed by
LDC counterparts as "knowledge imperialiam. ‘ Thia peraon aaid that her -
organization always required “a one-page aummary for any report, and that
A.I.D. should require euch aummariee of its reports.” In addition, a need
was cited for including the beneficial:and‘adverae economic impacts of linkinéjefi
environmental/natural reaource concerna with economic‘development. |
o The format and style of the documenta ia critically important and
should be thought of early in project deaign.*vﬁhether NPS or A.I.D.: |
considered this early on ig not clear, But no twoireporta are of ’iﬂilaff¥5pf_
deeign. However, the diaadvantage is that the final publications lack, :i

uniformity or the appearance of being products of a single project. S

o



o NPS has experience in writing for National Park_yisitors and ‘uses a

No evidence:exists that a

______

particular level of writing was requested of subcontractors or that\it wa

"6th grade level of writing for that purpose.

received. | | |
Secondary purposes--or serendipitous effects—-of documentsi hould not beab
ignored. They can serve the purposes of consciousness raising, creating '
demand for more environmental information, promoting personal and S
institutional linkages, publicizing other documents or programs, and‘so

forth. For example, one interviewee said, there 8 a hidden agenda that s‘?;

implicit--selling the notion of conservation is blended into the whole"‘

project. Maybe the. biggest feedback is to get systems of thinking going.f~éfo:
There seems to be only a small number of A. I.D. technical reports listed

in the contracted studies. A, I.D. 8 technical library is computerized 80

data retrieval of literature is reasonably easy. Many of these A.I.D. '

documents do not exist in other libraries and, thus, it is a unique

information resource.

Recommendation: A.I.D./NPS should provide subcontractors with computer

print-out material from the A.1.D. technical library so as to take maximum

benefit of this special LDC information resource. We do not think this has

been done by either A.I.D. or NPS.

A. Review Papers , |
As originally envisioned, it was not contemplatedkthatgthe lengthy rgvi.gfgf

papers serve as field guides or for other similiar purposes. One can questionf@fﬂ.

‘their usefulness for practical application, and a number of comments have done ‘

that. One problem with generalizations is that the review papers are not.

uniform in length, style, clarity, ease of use, or identifiable audience.

One positive comment‘nas'thatb"the:thickfdocuments may be needed to lend

Wy



credibility to A I.D. environmental acitivites. However, many other ’

ecological and environmental treatises are available and presumably could '_;*d"

serve that purpose. Also, in a positive vein, the review papers can be‘,f"

thought of as necessary precursors to evelopment of case studies and design

aids.

A number of positive and negative appraisals of individual reviewed

papers were made by the people interviewed of individual review papers. At
least one person expressed considerable disappointment in the review papers of
NAS/NRC, IIED, and AAAS. One thought they could only be useful for training :
purposes. ' ‘ ‘ ’ ‘
1. Humid Tropics Review Paper ‘ v

The NAS/NRC document is widely thought of as a good product, but there l{

were doubts about its utility, the demand for it, and its capability to raise

consciousness about the humid tropics development problems. One interviewee“,'

suggested that the NAS/NRC paper, written at a more theoretical level, is =

appropriate for the higher-level A.I.D. Mission people_or research

organizations, including those in LDC's.

This volume, produced under subcontract with NAS-NRC in 1982, is one ofv

the first project documents completed. It is a 6" x 9" paperback 297 pages in

length. it summarizes3the climate, vegetation, soils, and main ecological
'ﬂconcepts that: are pertinent to management of natural resources in the humid
;,tropics, this is done in less than 40 pages of text. The other major chapters
cover: evaluation of natural resources, conservation of genetic rasources,
tropical agricultural, forested lands, soils, and tropical water resources.
For eaeh of these substantive areas the report describes the major
characteristics, explains the ecological context, notes the limitations

on development imposed by the system, cites development potentials and



alternative uses, and discusses opportunities for research relevant to'

integration of environmental values and development objectives. Each section”v"

contains a summary, references and suggested background readings. A set of

appendices provides detailed information on methods of resource assessme”t,

beseline study methods, procedures for ecological evaluation, examples of ‘

forest inventories, data on tropical fruits and vegetablesf”sed for foo_,

soil classification and assessment methods, etc.

This volume 1s nearly all that a review paper should be, and should s

represent the master vision for the humid tropics theme.- It is perhaps f

written at a somewhat higher technical level than will be easily digested by .

the uninitiated generalist and it needs to be amplified by pertinent ot

studies and- design aids in 'rder for effective information transfer_to,
occur. But it is a very good guide for deveW.pment of these sec fb

documents.

Since this volume was completed in 1982 t isﬁunfortunate that rapid

development of case studies and design aids did not follow.‘ A major o

opportunity to capitalize on this work seems to have been lost by the project
managers. Instead a large gap exists between the review paper and the |
training sessions contemplated for Phase V.

Recommendation: A.I.D./NPS should use the NAS/NRC Review Paper on Humid

Tropics as the basis for formulating design aids and training programs for the

Humid Tropics theme.

This document represents, to a large extent, the high-quality products
commonly generated by‘the NAS/NRC. It is well written, has a good format, and |
18 technically appropriate. Also, it has already been widely distributed and,

therefore, undoubtedly is meeting informational needs.

o
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However, by what method are potential users of the document made aware of

this report being a product of the A I.D /NPS project? Few people will read a

preface to a large document, and to our knowledge, this is the inly place
where reference to the A. I.D /NPS project 18" presented.tdd |
' There seems to ‘be little need to comment on.the‘completeness o ,the

review paper. It seems that many of the important-topics on‘development:in:"

the humid tropics have been addressed. Unfortunately,‘th” e will be no_ case'

studies for the humid tropics, however, this type‘of-materia may be availablqhﬁ

elsevhere. . - St
2. Legal and Institutional - Legal Regulatory,landenstitutional S
Aspects of Environmental and Natural Resource Hanagement in Developing
Countries. | o
Some A.I.D. concern exists about studying non-A.I.D. countries. Malaysia
and.venezuela were selected for preliminary study because they represented
quite different levels in development of environmental/natural resources
understanding and different cultural and governmental backgrounds. The “
~ countries selected were believed to provide a broad spectrum in which to fit
some other LDC experiences. For example, Venezuela has highly developed rules ,
and regulations whereas some of the other countries do not.’ with respect to
the I1ED paper, several favorable comments were counterbalanced with an
observation that, while the legal base and institutional structure related to S
N developmant are more important than the technical aspects, the document “does
not convey to the reader a true sense of the problems. . . it is not well -
| linked to the process of development. In reality, multiple legal systems L
interact with a project's design, and Mission people find themselves lost in a VG
sea of legal institutions. 1It's like an outsider looking in. People won't

know whom to go to to resolve thsir problems.k It is;ayfblandf;document.; -



Possibly, a- professionsl editor could help present this informstion in a more

useful msnner.":“”

3. Resource Inventory sn jﬂsseline Study Methods for Developing Countries QVVf'*{

The purpose of this review paper is to help plsnners become familiar with

the terminology and methods svsilable for msking resource inventories sndlg,,i
conducting baseline studies (terms thst are defined in the text). It is~a~efa
state of the art review, ambitious and consequently massive. It is a volume

of 539 psges with tsble of contents (7-1/2 psges) 51 figures, 36 tables, snd
index (17 psges). There are five psrts, an introduction and synthesis chspter
and separste discussions of aqustic ecosystems, soils. plsnts, and wildlife.; o

The synthesis chspter is 54 pages in length. It develops the idea. that

study methods should be discussed within the framework of ecology and the
| functioning of ecosystems (i.e., the interplsy between biota and sbiotic ;f
factors in nature). It makes the general point that “whether a resource is g
sustainable depends on ecosystem functioning....” Therefore, "the most,~,{f{i
fundamental resource...is the system's functioning...."” The approach is not
project oriented, or even biome~ or biogeographic zome-oriented. The authors
feel that they could not have discussed all of the varied environments that
exist in developing countries nor anticipate the equal variety of development
projects likely to take place within them. So it is a generalized, although
'Very intricate, work. |

The four substantive chapters range from 102 to 132 pages in length.
Each contains. . numerous references to the literature and a bibliography
‘(rsnging from 145 entries for Wildlife to 360 entries for Aquatic
ﬁcosystems). While scientific jargon is kept to a minimum, these chapters
are technical summaries of principles and methods relevant to developmental

planning. Por example, Aquatic Ecosystems devotespone-fourth of its spscevto



describing physical chemical, and biological properties and how they are
related in terms of the functional aspects of the system.; The remaining ‘
three-quarters describes contemporary technological methods of sampling,“j€3
measuring, or analyzing each of the properties. In discussing ecosystem 7F’f

indices (a technical term), a number of alternative statistical procedures are

used. These include multiple variable" analysis, cluster analysis, cluster
analysis and dendrograms, component analysis,fetc. So, the level of technical
competence required to understand the text is significant. » '
Soils is similarly detailed. It covers various systems of soil classificati‘_w j,
(each with its own terminology), schemes of land capability classification' i
methods of soil surveying and mapping--including the use of Landsat»imagery,

its technical basis,'and-translation of data to maps; and fieldkandblaboratoryf_
methods of study, characterization, and testing. This manual introducesfthe |
reader to the complete range of techniques available to conduct baseline andf'
monitoring studies and summarizes it in relativelx short space. But tha’tkﬂflf.
substance is certainly technical. ‘ | S

The contributors have described the methodologies in an effort to effect L

information transfer to host country personnel. They cite the need to expand :

training in developing country institutionms, so that host country personnel;

will be encouraged to carry out the resource inventories and baseline,‘»4ffi St
studies. This volume, then, is directed at LDC personnel and not A;I.b.bf;“'
Mission officers. LDC personnel have requested materials pertinent to mahingifgff
natural resource inventories, and for them, the AAAS volume will be an i
important document. It is, in fact, not suitable for Mission officers toigi
digest, however excellent a document it is for its intended audience. It 18 .
too large and intimidating. This review~paper, however, should provide . :

sxcellent background material for‘training courses for LDC counterpart
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personnel and host institutions. where the audience is technically trained.

The paper reflects the difficult birth to which a number of people referred.“?ﬁ

Recommendation: A.I.D./NPS should develop a training program for LDC

personnel and institutions based on Resource Inventory and Baseline Study

Methods for Developing Countries.

Even though this review paper is probably too technical for consumption;lf

by Mission personnel, many of the general concepts contained in 1t would be :
extremely valuable to them to increase their avareness of the environmental
aspects of development planning. This material could be abstracted in forms
that are suitable to Hission.officers and presented to them in the form of
articles in the Technicel,Bulletin;:in a series of video tape presentations;
or in short, general writtenldocuments-that could be‘distributed to the’ ~‘
Missions. .

Recommendation: A.I.D./NPS should consider the feasibility of developing

additional materials from the Resource Inventory review paper for the benefit

of the less-technically trained A.I.D. Bureau and Mission environmental

officers that will assist them in development planning.

The major sections (Aquatic Ecosystems, Soils, Plants, and Wildlife)
perhaps should be reordered, placing the section on Aquatic Ecosystems after
the other three sections. These latter three sections deal, to a large
extent, with terrestrial ecosystems.

The report is quite large, which could limit its usefulness. Maybe, two
separate volumes should be produced, one on resource inventory and baseline
study methods for terrestrial ecosystems (including the sections on soils,
plants, and wildlife), and the other for aquatic ecosystems.

One important topic that is not directly covered involves resource

inventory and baseline study methods that are explicitly directed toward
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domestic livestock. Although some of the information represented for wildlife .
will also apply to domestic livestock._A I.D. might prefer to hsve s section
that explicitly addresses domestic livestock questions. In msny LDC :

organizations, wildlife is dealt with within forestry, while domestic f

livestock is dealt with in agriculture. People interested in one topi' may

not refer to the other topic to gain the necessary knowledse..-;'*v‘fi

Under the section on plants, little information is presented on resourceV"

inventory and baseline study methods for trees and forest overstories. Hsny*f”“ :
useful techniques are available to inventory stsnding biomass, determine = ?f
growth rates, and evaluate product value. It seems that these topics'wereve'~
not included as part of the objective of the report. |

In general, valuable technical information is presented in the reports’
In fact, the information presented may be too technical for the intended
audiences, although people trained in renewable natural resources should find
the report of great use. (For general information, a number of students from
developing countries have requested information regarding the avsilsbility of
the report. It will be a valuable working tool for many of these people, ‘“'
assuming that it will not be prieed out of their reach.) . The format of the
final report will be critical in determining the type of peop1e thst might f
find it of use. o 8 :
4. National Resource Trends in East dfrics

Although the subcontractor, CIsrk'University, 1s well known for its o
environmental/natural resources work in Africa, its draft report to NPS
vag considered unaccepteble and has been returned for major revision. A
reasonable data base was supposed to exist, according to Clark University
and others, from which natural resource trends in East Africa could be

extracted. However, an adequate data base does not exist for macro-analysis



and, therefore; the effortyto develop trendsdmas not successful. Most of the -

East Africa data are site specific. NPS expectations of what CIark Universityd:7

would prepare fell far short of the- mark. | ‘,._ :
NPS established at least two new delivery dates for the revised draft butjcf

the subcontractor missed these. NPS terminated this contract on Hay 22 v1984'

and has asked for all material developed to date to be submitted to NPS.:j:qi'*

future of this review paper is not clear but NPS may take the material as i‘ij
stands ‘now to Africa for local review while NPS is setting up arrangement' fori
the training phase. ' SR

5. Rangelands Review Paper

This document exists only as an unreviewed draft of 180 typed pages‘GTfhev.
panel is unaware of any firm plans to revise and publish this document 1n a
form that will make it available for general distribution. -
The content of the draft document limits its usefulness as a auﬁm£¥§'of"‘*:
rangeland biogeographic systems, since only about 28 pages of the text are |
devoted to summarizing the characteristics of such systems. Seven major -
rangeland systems are described: savannas, deciduous grassland forests,
desert shrublands, seasonally flooded wetlands, tropical rainforests,
Mediterranean shrublands, and montane forests. The basic characteristics-»'
climate, geographic occurrence, vegetation, natural herbivorous animal
populations, and main rangeland species--are briefly described. But none of
the underlying ecological forces that make the systems operate and behave as
they do are discussed. Nothing but the most descriptive references are
provided. The major thrust of the review is illustrated by the following
chapter headinﬁ summaries: history, definition, and process of integrated

resource use and planning; resource assessment, information acquisition and

analysis, and people; role and use of domestic livestock and wildlife
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reeourcee, rengeland management and improvement, vegetation charecterietice, A
animal control weter resource development; regulatory and legal 1netitutione, .

agency infrastructure, personnel, transportation and marketing, finance and ;7.

banking, and education for rangeland management. Slightly more than threefrfi
fourths of the volume is devoted to rangeland management. |

This document may provide a useful summary of many factors 1nvolvedfiﬁ o
rangeland management issues. It may represent the state-of-the-art on these
issues. From the etandpdiht of the ecological contexts within which rangeiand
management must operate and which impact on development project planning, the
substance of the document will be less fulfilling. It is mainly short omn
principles that can be amplified and applied to case studies, guidelines, and
design aids. Thus, the preparation of these secondary documents will have to
involve a good deal of substantive research in order for them to be useful.
The basis will not be found here.

In general, the review paper is technically accurate and, for the

intended audiences, well written. Although the preeentetion 1s somewhat

uneven in parts, the report does contain important information for both A;I}D.‘ o

Mission personnel and LDC counterparts.

The term rangelands may be too restrictive in terms of the topics
discussed in the report. Foresters, watershed managers, and others involved
in the management of renewable natural resources in developing countries
should also find the material of great interest and importance. But, they may
not study the document because of a feeling that it deals, for the most part,
with range management and animal science. It is 1epoaaib1e to separate the
latter topics from forestry, watershed management, etc. |

The report outlines important approaches to integrated, multiple use

management. Unfortunately, though, little mention is made of the role of

92



trees growing on these rangelands. Trees are not only grown for primary wood 3'

products, but also to provide critical cover and shade for domestic livestock e

and wildlife species, especially in arid and semi-arid zones. Revegetating

rangelands with plant species other than grasses and forbs should be an option

for managers.
Issues of concern to those responsible for the management of dryland

(i.e., arid and semi-arid) ecosystems are: presented although in some

respects, differentation "from issues related to: humid ecosystems is unclear.;b

Quite possibly, this is a problem for formatting.

The references should be organized into a single bibliography, perhaps,?k

to be presented by general topics, at the end of the text materials.‘ Also,
only those references that are readily available or easily obtained by A.I.D.
Mission personnel and LDC counterparts probably should be listed. It is
Nuestionable whether someone in a developing country would be able to obtain
a copy of Handbooks for the Southwestern Region of the USDA Forest Service.
Presenting an annotated bibliography is an excellent idea.
B. Case Studies

For the most part, the concept of using case studies was applauded.
One person said there “has not been enough effort to use such information or
knowledge that builds on the mistakes that have been made.” He cited the
Mahaweili Sri Lanka project that, upon investigation, turned out to have
serious drawbacks. He said, "it takes those kinds of things being discussed
and understood by everyone from interns to the Administrator.” |
1. Resource Management and Development in Coastal Areas

This unit'consists of a set of guidelines entitled "Tropical Coastal

Resources: A Guidebook for Their Sustained Utilization” and nine case -

studies. All exist only in draft form at the time of the review, and two_or,;‘
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three were not available for examination. The plans for final publication of ’
this aet of Guidelines and Caae Studiea ia unclear and, in particular, the
format in which they will be made available to the’ Hiaaiona and Bureaua haa
not been specified. M . |

The guidelines are an excellent effort to pull the caae atudiea together
and to summarize their fundamental leaaona. The following major environmental
niches are included: Coral Reefa, Hangrove Forests, Beachea, Estuaries, and
Sea Grass Beds. A feature ‘of the guidelines is that they are keyed to the ';
AAAS manual for inventory and monitoring methods. This should make them
especially valuable. The approach is the only example we have found of
integration between one set of project documents and another. Thia approach
should be encouraged in future documents.

The Guidelines are divided into three major sections: an introductory~
section that explains the concept of "integrated planning” for resource
development, a section on managing development of coastal resources, and a
section on urbanization and industrial development in the coastal zone. Part‘
I introduces the concept of coastal resource "modules” that include, for each
environmental niche, a summary of natural process information that is
appropriate background for planning needs. Each module refers to the AAAS
manual for an inventory of information that is needed for planning coastal
development projects and provides a check list of recommended information.
The wodules describe the potential impacts and damages that may be associated
with development activities in that part of the coaatal zone. A concise set
of guidelines is presented to minimige negative outcomes for each activity.
The facts, guidelines, and methods of amelioration are given in very short,
staccato format. They are readable and, generally, they possess a minimum of

technical jargon. They are written about as simply and clearly as could be
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expected from technical experts. They are in a form that will be
understandable by any technically trained person. Training programs for -
A. I.D. Hission officers could make up the information transfer gap.

Beach Erosion

o Study is quite.long, but generally well-written and broken up with
diagrams which make reading easier.i Such diagrsms and pictures are
very important for eas& understanding,~but get a bit too technical-orfp.r
complicated for tlie' lay reader at times. The organization is ciear,
allowing certain sections to be dwelt upon or skipped as desired. Thei
summary contains a list of "golden rules” which is helpful for

introduction and review.

Coral Harvesting and Sand Mining

o Again, study findings are listed in beginning and in a separate section
at the end. This provides a nice closed structure for information
presentation. Diagrams and pictures have been used well, but even more
would not detract from the substance. At times, jargon becomes a bit
too technical (mafbe requiring glossary?). Also, contains some cost
information which should be incorporated wherever possible for each
case study--costs of damage amelioration, costs of restoration, costs
of alternative technologies, etc.~-as is best knowm.

River Flow Changes

o Organization of this case study is considerably different from the
preceding twot rather than moving from general analysis to specific
case studies and deriving guidelines, this study explains the general
history of the paper itself and then analyzes eleven case studies in

some depth. First, an extended explanation of the importance of

freshwater inflow to estuarine productivity/sustainability (e.g.,
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SRR (e

fsaline wedge, comparison of biological productivity of freshwater -
v\_ estuarine - marine systems) to introduce the important points to S hVV

,consider in the case studies would be useful.; Eleven case studies '“;fif;.

are’ too many for a paper of this length--five or six representativl7

'-examples with the ‘most comprehensive information bases should be chosenh!‘,

i(e.g., example 2 8 is only 2 pages long).' Given the objective of these:

case studies, why is this entire analysis on U s. river flows. fﬁ;
.1egislati0n, ete.?. I‘ there no Sood information on developing country f?

systems?

Guidelines should be summarized and repeated in the summary asTin gf

the other studies. Text should be edited fOiflensth and to clarifyﬁ
vague sections. o O e

Lessons from the Caribbean

o Again, study findings are up front' diagrams and figures are well-used'ﬂf

case studies are good examples of different'approaches, analysis is

well-written and not too long. 1’$

2. OAS Case Studies: Integrated Regional Development Planning in Latin :‘gf
America ‘ | | ) h S
This document: generally was given high marks by interviewees. The
presentation and writing are clear and relatively easy to use.‘ One person ;;
suggested that the document is appropriate for use by A.I.D. ‘and. LDC ? |
audiences, and for use in teaching. Case studies were described as hard to ?
kfind and the. chance to tap into OAS' long-term experience was appreciated.
Nevertheless. one person said that "the content of the case atudiee,is"
~ not quite in line with actual project needs.” And another,questioned the
p‘relevance of studying the projects of one agency to learn lessons for anothsr,

since different agencies do different kinds of work on different kinds of



"Further, another person said that case studies in country A or

projecta.

region A'bear no value in dealing with problems in country B or region B.

It was pointed out that the OAS concept is that environmental matters

should be considered part of the whole development process, not as a separate B

sector. If this is, or were ‘to be, the policy of A.I.D. with respect to this l

project, what would be the implications for various documents being produced?;g

This document will be produced in English and Spanish uhereas other’
project documents (except the Humid Tropics summary) now are only writtemui
English. Certainly, the OAS Spanish version should be in wide demand in Lat nii
America. |
C. Design Aids

No Design Alds for any aspect of the: project were available at the time

of the review. These documents would be the most important products to effect -

transfer of technical information to the Hission environmental officers and

their LDC counterparts. Their lack at this stage is a major deficiency of thegﬂﬁ

project and an impediment to effective planning for Phase V and VI,
D. Natural Resources Technical Bulletins ‘

~ The Technical Bulletins, according to PASA,'were designed to transmitkj

information to Missions that would introduce important principles of “‘tﬁr¢;\v~;l;

‘resources management and provide summaries of information contained in Review

,éap.f. and Case Studies.

tl:bllnach Bulletin is eight printed pages, double columns in an attractive
z.combination of black print, blue-gray highlights, and yellov background. The
articles seem very readable in a language and style that minimizes technical ,
."jargon and that should be suitable for consumption by the general reader. |

They are restricted to an English-language audience.



is summarized in the table below.‘k“

NPS/A I.D. Project News and Reviews i f,fffﬁfwif;;162fﬂ

“f Natural Resources Hanagement Principles ‘vl. jffféS E
:; Summaries of Technical Articles and Symposia _ ?;’lSA;{
.nibliographies of Natural Resource Information 5'1454}1
Editorial Space and Other. IFT o . | :5?¥;§l'

The material directed to the original target audience of the Technical

Bulletins is, thus, about one-half of the total space available. Summaries e

of technical articles and symposium proceedings and in particular, the hlfekf:

bibliographies of natural resource information are certainly useful

additions. These items appeal especially to the LDC users. They are easy'to?;

pass out, they can stimulate personal contacts and feedback, and they serve to

reaffirm what A.I.D. is doing. Since they comprise a large fraction of.the-"“

total available space, the LDC user audience is reinforced as a primary target
of this project document, this represents a shift away from the original ?:' |

definition of the primary audience. Future issues of{the Technical Bulletin

might include a larger fraction of space devoted tonthe:needs of Mission

officers. : ' Bf}“p tag

The Technical Bulletin can atimulate people s interest in seeking more~,5

subetantial documents. Indeed, a major use, perhaps the major use, of the h,ﬂ

Bulletins has been its service in faeilitating orders of other documents Ji‘h'

through lists of reference materisl. Comments have auggeated healthy

interest in order documents, although Bulletin No. 4 reported that "in the‘fff

case of the references, the demand has not been as high as one might

expect." One A.I.D. person from the field said she “frequently used’theigifﬁp

Bulletinhto alert people to publications andihelp respond to qu..eiqgg;sisffy]»_,

ual content of the Technical Bulletina that have appeared to date; o
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ehowing uhere full anawera were available. I could let‘them know that thie , -

‘was not juet a peraonal intereat of mine, ahe aaid. The;Bulletina contain an l‘”“

intereeting variety of material, have been fairly clearlthritten, an43ﬁ£v

used a fairly attractive deaign. 'd'fai;&V~

Theee bulletins, uhich may well be the moat valuablebproducte to be

generated by the A. I.D /NPS project, are generally well written andvfactual.

It may be helpful to prepare Spaniah and French veraione of the Bulletine;iﬁ

eepecially to reach LDC counterparte.

It may be posaible to dedicate individual iaauee of the Bulletin to o
a particular ‘topic of intereat. For example, if a number of development ‘
projecta are being propoeed in a particular region or on a epecific topic.‘
Bulletin that addresses the environmental concerns of thern projecte could be;l

extremely timely.

The section on current information for development vorkera ia

particularly valuable. However, it aeema that the majority of the reterenceaf?

are from English sources. It nay be helpful to expand the/aearchee for

referencee to non-English eourcee,_although thia n‘adﬁ bt ould increaee tha

'pcoat of the Bulletin.
The positive comments ahould not be taken to mean that eome improvemente??
_could not be made, but the Bulletine aeem clearly to be on' a good track. Tha}f.

':important questions relate to- the tuture of the Bulletin which hae, in a way S

~unlike any other project documenta, valuable attributee of flexibility.isff”f“ o

In planning the future of the 'rechnical Bullatin. deciaiona muat ba madef;:':

on all these aspects:

o Whether or not to continue7beyond’thepnine?iaauea'calledffef'ihbchajln T

project.

o Frequency of publication;
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o Hhether publication should be on a regular or periodic schedule. B
| o What orgsnizstion should be in ehsrge of the Bulletin s produetion snd
responsible for its editorial content.,iﬂ,j¥"" R '
’o: Content. p.\,{i' | |
o ”Hstters of format snd design. o
ol?Hstters of style and level of expertise. o
o'ALsngusges in which Bulletin should be published.

o Audiences and methods of distribution. '

Following are a few comments made by the people interviewed followe by_

a few of the IET's thoughts about the Bulletin s future:

It seemed evident from the many fsvorsble geners1 ‘Ppraiaslgyof thetl; L

Bulletin by those interviewed (as noted sbove), that continustion of the _
Bulletin is desirable. Beyond that, there were only‘s fewvbrief suggestions
for changes. One person suggested it should come out qusrterly, another
thought perhaps monthly. "It comes out too infrequently,* said one. "It
could do a lot with s l1-to-2-page feature srticle., It should be a real
locomotor.” Several people suggested it sppesr in other languages, especislly
Spanish and possibly French. "English linits its usefulness." said one
person,

Recommendation: A.I.D./NPS should publish the Technical Bulletin

regularly on a quarterly basis at least. It should be published in Spanish

and French as well as English, and an analysis should be undertaken to

evaluate the desirability of using other lsngggges as well,

NPS should retain responsibility for the Bulletin in the first instsnce
if the present A.1.D./NPS arrangement continues; otherwise, different
publishing arrangements should be considered. NPS, or whomever might sssume

responsibility, should try to keep the Technical Bulletin separate from the ,




Porest Service publication (an option noted in the Scope of Hork), because

this. could lead to unnecessary bureacratic confusion or conflict. On the ‘g}iffgg

other hand the publisher of the Bulletin should consider inclusion of ”dikﬁx B

articles pub]icizing relevant documents of other Pederal agencies such as theuffﬁz

Forest Service as well as articles written on request by people at other o

agencies, as appropriate to meet A.I.D.'s needs in fulfilling its mandate
As far as the content of the Bulletin is concerned in addition H

BRI

was mentioned above, the’ editors could give consideration to a numberfof other

possibilities--including news about projects and their environmental as‘&

comments about successes or mistakes made; news about LDC or A I. . Hission’or

Regional Bureau people in the environmental field if it is particularly L,;whffi‘
helpful in any way; relevant comments of LDC people or others. news about
technical specialists and their availability, and so forth.

Recommendation: A separate one-page executive summary of project

documents, abbreviated case studies, abbreviated guidelines, and other

material including fact sheets on specific subjects and "how-to” material

should be inserted and distributed with the Technical Bulletin.

o The Bulletin's producer should consider additional formats, including
the use of three columns rather than two for example, and other format and

stylistic changes that could enhance its overall appearance.

At the same time, the above mentioned survey suggested that quite a few
. readers would welcome additional technical content. Such material could be

amalgamated with the more general articles or be separated s0 as not‘to‘u

" intinmidate the larger readership.

0 Both the results of the survey and several comments during interviews
‘raise the question of whether each issue of the Bulletin should be confined to

~a single topic. Out of 26 responses to this question in the survey, 17 said



yes;" 9 no.~ Severel obvioue advantagee in doing eo exist.*‘tc iewfﬁfflff =

complicated for readere to locate articlee they need for a epecific purpoee if'

when the articlee ere mixed in a publicetion with other material. The

publication cannot be filed under a single subject heading. Also, devotion to}

a eingle eubject would allow for broader, more ueeful coverege in a co venientf

plece. Of couree, other eubjects uould be ignored but nore frequent

publicetion could minimize thie problem. Among the difficultiee would be

accumulating, in a timely vay, enough good material on the eubject choeen. {‘i

One option would be to handle some of the Bu11etins thie elternative way

and othere in the current fashion. Still another option would be to uee therl

ineide four pages of the eight-page Bulletin for a single topic or theme. In

this way, it could be removed and used or filed according to need.

The Link Between Earthcare Network (ECN) and Project Management

The Technical Bulletins are the key to communication with the Hioeione;;}f
but they have appeared irregularly since the inaugural issue in 1981. Two' 'i”
were published in 1982 and only one in 1983, None had appeared in 1984, up co  :

the time of the panel review. (The IET subsequently received number 5.)

Project visibility would have been greeter had the Technical Bulletins been-céﬁ{if

published more regularly.
While the production schedule ie'éhe responsibility of the ECN, the NPS

and A.I.D. project managers have shared responsibility for determining content,'f

and review of draft copy. Thus, the link between the project managers and ECN

is an important element determining the frequency of production, as well as
content and direction of the Technical Bulletins. Responsibility for

publication deieys seems to be a shared responsibility. While coordination

between three different groups is difficult, greater emphasis on strengthening ,'

this 1ink would have a beneficial effect on the production schedules.
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The value of the Technical Bu11et1ne mey extend beyond the life of this
project, because they have the potential for creating and maintaining an’ o
awarenees about environmental concerne with the Hiesion officere. Therefore,
ST/FNR ehould conaider the poesibility of institutionalizing the Technical '
Bulletins as part‘of ite eervice to the Missions. Persons interviewed
euggeeted that the Tecnnical Bulletin should be produced on a quartetly or a
seni-annual basis in order to provide good communication with the Missions.

Recommendation: A.I.D./NPS project managers should strengthen their tie

with Earthcare Network and provide improved oversight for production of the

Technical Bulletins. Future production delays should be avoided, and the

Technical Bulletin should be issued on a quarterly basis at least.

Recommendation: ST/FNR should consider the feasibility of producing the

Technical Bulletins as a service to A.I.D. after the present project ends.
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VI. Aseeeement of Information Dieeemination Strategies ’ |
NPS hae developed eeveral mechanieme to dieeeminate varioue 1nformation}

producte. This is an 1mportant element for thie project and each approach :

should bhe developed to reach 1te full potential. : | o

A. Cables

Increased use of cablee eould help alert Hiaaione to inportant findinge?

or the availability of perticular project documente.z It would be 1mportantiig

for the cablee to have wide dietribution.

B. Technical Bulletin
| No problems in distributing the Builetin were mantioned. A.I.D. should

determine if all prime audience components are being reached. Consideration

should be given to expanding the audience to the extent appropriate but, since

the Bulletin is free, care should be taken to confine distribution to those B

likely to read or use the Bulletin,
C. Documents
Distribution of each document ahoo;d:be‘aeeeaaedfcarefully and

congideration should be given to all appropriate break-outs or spinoffs.

These could include a one- or two-page summary (which could be inserted in the

Bulletin, as noted); longer components such as individual chapters, summaries,

findings and recommendations; abridgements; lessons learned; practical
guidance material, as appropriate with reference to needs or demand.
Translations of documents or components also should be considered.

Small documents should be emphasized. Interviewees indicated that larger
| documents are not read, but just end up on the shelf, On the other hand, one
person suggested that many recipients were waiting eagerly for the document on

marine resources despite its size.
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Recommendation: All documents produced by the project need to have a

concise, one-page gsummary prepared as well as a 20-25 page expanded summary,

and these summaries should be published in English, Spanish, and French.

Inexpensive abbreviations of this sort could be distributed widely by A.I.D.

Washington and the Missions and, thereby, expand the audience and increase

interest in the overall project. Where translations to other languages seem

valuable, such an activity could be handled directly by the appropriate

Mission.

Document dissemination is directly related to audience identification,
of course. To some extent, audience interest can be created. For example,
consultation with LDc‘institutions generally interested in, or doing work in
the field of a particular document can help develop a new audience. “It'gﬁu.,'
hard to disseminate documents to people unlepa:they are 1n¢o1ved. They bé?éﬁéﬁi
shelf items otherwise.” sl =

Several people also suggested that, aa‘ﬁuch as feasible, docuﬁehfi ba%;ﬁlfy
made available free to LDC counterparts becauae of foreign currency problemt.‘.;
since they are not likely to spend their own money on publications, etc.

Consideration should be given to making all the documents the same length
and width and with the same type of cover, thereby giving them a uniformity
that would enhance recognition, a "presence” on the shelf, and permit them to
be mutually supportive.
D. Regional Workshops/Videotapes

~ The original PASA Scope of Work contemplated four regional workshops for

A.I.D. personnel and host country counterparts. This effort is described
under the Phase IV Information Transfer and Dissemination activity. PASA

Amendment 5 states that the purpose of the workshops would be to “orient

A.I.D. Mission staff to the substance of the material developed in earlier
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phases and to field teet the utility and relevance .of the materiale. Thue.
the amendment, as’ we11 as eeveral commente by people interviewed 1ndicate
that the host country counterparts are no longer to be included.

It also was indicated that the workshops activity has had low budgets |
and has been delayed. Originally, publications for the workshops were
contemplated, but a videotape was finally settled on {perhaps to be shown et
the Migsion directors' weekly staff meetings). The videotepe idea maytbe e”
better approach, as it could be used to introduce other relevent neteriele end
relate them to the tasks being performed at the Missions. | |

There must be clarification of whether host country counterparts erekto,
participate in the workshops, whether workshops are to be held in countries
rather than regions, and whether such chenges represent a serious dilution of
the earlier program design.

The information and material generated through the project documents can
be packaged in a number of ways, and one of the most promising, as mentioned
by several interviewees, is videotape. Also mentioned were slide-tape shows
and "technology-assisted learning” methods such as self-learning modules. One
person said a videotape, or whatever, could be "slipped into training courses,
or seminars, or senior staff meetings" and show, for example, "the lessons
.leerned in 25 years of basin planning in Latin America.” Or, voice tapes
could be linked to shots of a project, or to one of the documents, showing
when and how to use it. "It's really a selling job," said one person. But,
another warned, "A videotape won't help if there's a basic problem with the '
document.”

E. Person-to-Person Document Dissemination

The potential for person-to-person dissemination of documents, or of

information about the project, is considerable and has already been used. '
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The Technical Bulletin has been passed out on a persona1 hasis.t Several :

»1.\

A.I.D. people said they ”had distributed documents to LDC counterparts, andA.

one said that "Hission environmental officers can distribute multiple copies
to LDC people.” i

One A.I. D. officer said that pe°Ple "become intere ted and want’a use”

the available information -on the basis of the publicationsk_nd the individual

.

(what comes with the body) * She said she presented a show-and-tell“ and
supplemented it with infdrmation and the name of someone who could be jd,f
contacted. In that way, she said, she was ab1e to persuade them that‘we
were not sentimental obstructionists but hard-core realists. Then. the
documentation becomes more meaningful. It was an illustration of the value,';
often perhaps the necessity, of personal contact¢

One interviewee stated that, "A.I.D. needs to put an economist on the
'E&Qd who can show how the lack of environment/development concerns in
development projects ultimately costs money.” That kind of information
transfer--person-to-person--was cited by several persons as an important
element in assuring that this project is successful. The transfer of
information probably can be effective where a “middle-man*kis‘involyedppd,3
someone with combined experience and knowledge of economicssandT”‘, |
environment/natural resources. | R

In addition, considerable potential exists for personal contacts vith
other donor institutions, for example, through OECD and the Development
Assistance Comaittee. Such contacts can serve to identify, and make |
available, documents such as guidelines, case studies, etc.

Recommendation: Increased person—-to-person dissemination of project

documents should be a charge of members of COED and/or the Sector Council.
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F. General ‘

| Perhsps the most important thing to remember is thst the best conceivsble
strategy for disseminsting documents wi11 be of ‘no avsil--in fact, the project
itself will be of no avail--unless there sre people out there in sufficient |
'numbers and with sufficient interest and expertise and authority to receive
and use the documents. To assess the situation regarding document

digssemination, A.I.D. should develop a system for obtsinins feedbaek on both

distribution and use. Ore person described the lsek of such feedbaek as th:p”

big missing 1link" in the project. (To be sure, there was the survey of

Technical Bulletin recipients.)

Broader dissemination and coordination—--secondary audiences

While there might be no logic in trying to aim project doeuments beyond
primary audiences (A.I.D. and LDC), the benefits of broader disseminstion need
not be ignored and can be facilitated. Possible recipients include other ) .
people in A.I.D. (such as higher administration in Washington and in |
Missions), other international development organizations, private or nouprofit”
organizations, and academic institutions, includinq those in LDC's. pgfﬁap§”7‘
other possibilities include people involved in the Environmental Planning snd ‘
Management Project, personal service contractors, and the International
Development Intern Program, as well as other A.I.D. projects (see Project
Paper, page 13).

For example, the 0AS project document, the NAS project document, and the
Technical Bulletins evidently have been distributed widely and used outside
the basic audience framework. Examples include the World Bank briefing on the
OAS document; the extended dissemination of the Technical Bulletin; the fact
that other organizations publish and disseminate project documents on their
own; the availability of documents in libraries and through ARDA, etc.; and

the broad distribution of the NAS document.



'sdiqung person interviewed: "It's a big plus for the project that we've
intrdduééd A.1.D. to tﬁe scientific community. Regional officérs have used
scientisﬁs that we introduced them to. They have more people to go to and
use.” The Gambia River project was cited as an example of the benefits of
this. "It's a network-building process.” IET views this as a very positive
outcome of the project.

The interviewee added that in the LDC's, "a lot of informgtion has gone '’
out to people who wouldn't'have it otherwise--information on approaching -
development from an ecological viewpoint." And, "there's something for
everyone in the documents.” A.I.D./NPS should continue to identify potential
secondary audiences. There will always be more that can be done even though
constraints will exist due to the time available, budget, and 1nterestvand'f
.willingness of publishiné contractors (and other organizations) to pafticib;tef

in distribution and publicity.
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VII. Aeeeesment of Plans for Training ;

| The treining phese of the project may be its most important component '
because it is action-oriented and potentielly very ueeful. Apparently,
however, there has been a lack of systematic attention to training plans,
probably for severei reasons.b Certainly it has been necessary to focus on |
getting the doennenta published. Training had been put on the back burner, 1
said one person;‘ "It hed a low priority and its budget was too con- o
strained.” A.I.D. has an internel problem with training progrems in
determining who pays for the training program development.

Recommendation: A.I.D.'s Office of Manpower and Training should

incorporate significant parts of this project's materials in their normal

training activities.

Recommendation: A.I.D./NPS should find a mechanism to tie training

activities into the A.I1.D./USDA Office of International Cooperation and

Development's training and training information dissemination activities.

A problem seems to exist in A.I.D. that is hampering moving the training
along in a timely fashion. Clearances by Missions for NPS staff visits to
further the training activities have been turned down. The Philippines and iff
Indonesian Missions as of 4/17/84 had refused NPS visits. Support eeema: a
needed at a higher level than ST/FNR to clear this problem.

Recommendation: A.I.D./NPS should pay careful attention to selection of

individuals and institutions in LDC's for participation in Phase V and VI

training activities., FPxplicit criteria should be established in matching

training objectives to institutional capabilities,
Just as superb documents are virtually useless without the right audience

to use them, so are superb programs virtually useless without the right

trainees to take advantage of them. It is all too easy in such programs to
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end up with trainees who have no real pereonal interest in carrying the work
forward or have no etatus at their home inatitution to enable them to carry

on with followup. The importance of trainee eelection ie recognized in the

Scope of Work that ie part of the PASA.u SOlid linka to LDC inatitutione willkf

keep the producte of this project alive, even if A I.D. etaff turnover renainap

high.._-~

Equally important ia the continued need for providing training mechanieme*

for Hiaaione themaelvea. Recognizing that high etaff turnover may continue in

A, I.D., environmental/natural resources training programa will not lose their j

va1ue for the foraeeable future.
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VIII. . List of Conclusions -

Recommendation: A.I.D. should bring more expertise in this area to bear

on development problems. Its strategy should include increasing the number of

professionally trained environmental/natural resource specialists in the

Agency. These professionals should be given significantly increased amounts

of normal working tdme to apply their specialities to the development

process. They should fill appropriate environmental/natural resources

positions, and others lacking such training should be assigned to more

appropriate positions. (Chapter I, Page 4)

Recommendation: A.I.D. should hire new professional staff who possess

a background in environment/development as demonstrated by education,

publications, past employment, etc. Such action will speed up the Agency's

efforts appreciably to raise environmental awareness, particularly with the

high staff turnover in A.I.D. (Chapter I, Page 5)

Recommendation: A.I.D. should establish a career path in such technical

areas as environment and natural resources. By doing so, the likelihood that

a "critical mass” of specialists would be assembled and maintained could be

improved. Without a career path, such individuals are almost assured that

their input in long-range planning of A.I.D. activities will be minimized.

SChagter 11, Page 162

Recommendation: The A.I1.D./NPS project managers should re-examine the

direction that the project is taking. They should re-emphasize the goal of

providing A.I.D. Migssion officers with information relevant to their planning

activities. (Chapter II, Page 19)
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kecommendation: Project Managers should concentrate their efforts on

producing sound design aids. The direction, energy, and resources that are

directed towards Phases V and VI ghould be reconsidered in this light.

(Chapter 11, Page 19)

Recommendation: A.I.D. should make a strong effort to bring development C""‘

economists and planners "on-board,” i.e., to recognize that environmental

concerns should not be separated from economic development.

(Chapter 11, Page 23).

Recommendation: That management of the Expanded Information Base project

supplement the design of the project with an improved definition or

1

characterization of the audiences (including at least an informal market

analysis) and then clarify what this means in terms of the documents produced

and their distribution. (Chapter II, Page 25).

Recommendation: ST/FNR should make the Manpower and Training Office a 'vg

formal member of the COED or the Sector Council. (Chapter II, Page 29)

Recommendation: The Sector Council should meet more frequently, provide a

closer scrutiny of project activities and documents, and expand its membership

80 as to improve coordination on environmental matters and broader

digssemination of project documents. (Chapter III, Page 31)
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Recommendation: ‘Increaeed effort should be focused on’stimulatihg the

revision of draft documents, and insuring that final drafts become aviilable .

in a more timely manner for final reproduction. If technical reviews cannot

be obtained within NPS or A.I.D., outside consultants should be engaged to

provide such reviews and to eliminate this factor in the slow rate of

production. (Chapter IV, Page 36)

Recommendation: NPS should seek subcontractors for other activities

within this project who possess in-house expertise sufficient to carry out

and manage the project in those substantive areas that are crucial to the

completion of the project. For example, A.1.D. has developed centers of

excellence in various international development areas at perhaps 75 to 100

IO

U.S. universities. These institutions should be examined carefully for use as -

future contractors. (Chapter IV, Page 40)

Recommendation: Wherever the contractor does not possess enough subject

matter expertise in-house to manage one of the major thematic aspects of the

project, the contractor should retain a suitable outside expert to assist in

management of products in that area. (Chapter IV, Page 40)

Recommendation: A.I.D./NPS should provide subcontractors with computer

print-out material from the A.I.D. technical library so as to take maximum

benefit of this special LDC information resource. (Chapter V, Page 43

Recommendation: A.1.D./NPS should use the NAS/NRC Review Paper on Humid

Tropice as the basis for formulating design aids and training programs for the

Humid Tropics theme. (Chapter V, Page 45)

\"1/

\2
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Recommendation: A.I.D./NPS should develop a training program for LDC ’jf, =

personnel and institutions based on Resource Inventory and Baseline Study

Methods for Developing Countries. (Chapter V, Page 49)

Recommendation: A.I.D./NPS should consider the feasibility of developing

additional materials from the Resource Inventory review paper for the benefit b

of the less—-technically trained A.1.D. Bureau and Mission environmental

officers that will assist them in development planning. (Chapter V, Page 49)

Recommendation: A.I.D./NPS should publish the Technical Bulletin

regularly on a quarterly basis at least. It should be published in Spanish ,1 '

and French as well as English, and an analysis should be undertaken to

evaluate the desirability of using other languages as well. (Chapter V,

Page 60)

Recommendation: A separate one-page executive summary of project -,g;‘

documents, abbreviated case studies, abbreviated guidelines, and other

material including fact sheets on specific subjects and "how-to" material

should be inserted and distributed with the Technical Bulletin. (Chapter V,

Page 61)

Recommendation: A.I.D./NPS project managers should strengthen their

ties with Earthcare Network and provide improved oversight for production of lq
4

Technical Bulletins. PFuture production delays should be avoided, and the

Technical Bulletin should be issued on & quarterly basis at least. (Chapter

V, Page 632
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Recommendation: ST/FNR should considérathleeébibiiifikof groduéiﬁg*the i;y?§

Technical Bulletins as a service to A.I.D., after the present project ends::

(Chapter V, Page 63)

Recommendation: All documents produced by the project need to have a

2

concise, one-page summary prepared as well as a 20-25 page expanded summary,

and these summaries should be published in English, Spanish, and French.

Inexpensive abbreviations of this sort could be distributed widely by A.I.D.

Washington and the Missions and, thereby, expand the audience and increase

interest in the overall project. Where translations to other languages seem

valuable, such an activity could be handled directly by the appropriate

Mission. (Chapter VI, Page 65)

Recommendation: Increased person-to-person dissemination of project 2;1"
documents should be a charge of members of the COED and/or the Sector
Council. (Chapter VI, Page 67)

Recommendation: A.I.D.'s Office of Manpower and Training should 'Jja

incorporate significant parts of this project's materials in their normal

training activities. (Chapter VII, Page 70)

Recommendation: A.I.D./NPS should find a mechanism to tie training Z»F(

activities into the A.I.D./USDA Office of International Cooperation and

Development's training and training information dissemination activities.

(Chapter VII, Page 70)
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Recommendation: A.I.D./NPS should pay careful attention to selection of

. ”
individuals and institutions in LDC's for participation in Phase V and VI 245

training activities. Explicit criteria should be established in matching
training objectives to training institutional capabilities. (Chapter VII,

Page 70)
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fhe interim Evaluation Team (IET) 1nterv1aw§d'gbout'25Aindividuals f:gm
the Agency for International Development (A.I.D.), the Natioh@erarkbéer§i§§54“ ﬂ :
(NPS), and other associated organizations during the evalusiion. All nembera‘~
of IET were present during interviews. A few interviews were conducted by
telephone. Some people were contacted several times for additional
information. All individuals contacted are listed in Appendix 1,

The IET appreciates’ the assistance given so freely by A.I.D. and NP$S -
during the evaluation. The IET's work was made much easier because of the
candid and open approach taken by those interviewed. Views expressed were
constructive, and showed thoughtfulness and concern for assuring that
A.1.D./NPS provide the right kind of information in environmental/natural
resources matters to A.I.D. professionals and lesser developed country (LDC)
counterparts. The IET has quoted many of those who were interviewed. The IET
feels that in doing so we might breathe some life into a document that
otherwise could be dull. None of those persons interviewed viewed the issues
of this project as being dull. Without exception, all of those interviewed
felt strongly that a large need exists for environmental/natural resources
information that can assist A.I.D. and LDC counterparts to address a wide
range of difficult problems throughout the world.

The IET gained many impressions during the evaluation, from the
interviews and from some. 3000 pages of A.I.D./NPS documents and contractor
reports. It is quite possible, however, that the IET impressions are
inaccurate in some cases--especially considering the IET's short exposure to
the workings 6! A.I.D. and the NPS. Nevertheless, even if our observations
are incorrect it may be likely that this is how other outsiders see A.1.D. and

the NPS as well. A.I.D./NPS might then wish to consider the possibility that

such false impressions persist and to seek remedies.

)9
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