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Introduction 
The International Center for Llvmg Aquatic Resources Management (ICLARM) 

alms to Improve the well-bemg and livelihood of present and future generations of poor 
people m the developmg world through research and related activItIes on Improved 
production, management and conservation of IIvmg aquatic resources To attam this 
goal, ICLARM's research projects need to be chartered In partnership With vanous 
national aquatic research systems (NARS), government and nongovernment agen
cies Projects Involve activIties that are conducted m multiple locations, and With 
multiple partners Research collaborators often come from different geographiC re
gions and countries and, m some cases, distinct areas In each country 

Smce ICLARM's entry mto the Consultative Group on InternatIonal Agncultural 
Research (CGIAR) In 1992, ICLARM has been entrusted to deal With more complex 
research Issues concernmg the aquatIc resource system and people dependent upon 
the resources In vanous parts of the world Its scope of work and list of clients and 
partnership base have also expanded (ICLARM 1992) Increasingly, ICLARM envIs
ages the need to work With natIonal systems (government and nongovernment organi
zations), advanced sCientific mstItutIons, the academe, indiVidual SCientists, the pn
vate sector and farmers/fishers ThiS realization has led ICLARM to develop a policy 
on partnerships m research and related activIties (ICLARM 1997) While thiS policy 
offers gUidance In selecting countries and sites to SUIt the objectives and deSigns of the 
projects, the success of projects Will depend, to a major extent, on a combmatlon of 
technical and managenal abilities as well as on the sOCiocultural and human relations 
related skills of concerned project staff Appropnate gUidelmes on how to deSign and 
Implement multi-country, multi-Site projects are yet to be developed by ICLARM 

In the past, ICLARM Involved Itself In country, regional and global projects of 
vanous natures Dunng the process of Implementmg the projects, project staff and 
management must address a host of diverse problems and Issues The process of 
handhng such problems and Its consequences for the success or faIlure of projects 
Yield valuable lessons for ICLARM's future Involvement In multI-country, multI-Site 
projects 

From thiS perspective, an In-house workshop entitled "Toward GUidelines on Run
ning Multi-country, Multi-Site Projects" was organIZed on 18 January 1997 (Annex 1) 
SpeCifiC objectives of the workshop were 

1 To review expenences and examme the lessons learned under key ICLARM 
projects In running multi-country, multi-Site projects 
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2 To Identify the key po lOts to consider 10 deslgnmg and Implementmg multI
country, multi-site projects 

3 To suggest gUidelmes on prmclples and strategies for Implementmg multI
country, multi-site projects 

To open the workshop, ICLARM's Director General, Dr Meryl J Williams, wel
comed partIclpatmg members of the Board of Trustees (BOT) and the staff of ICLARM 
(Annex 2) ThiS was followed by remarks on the workshop tOPIC from Prof John 
Dillon, Chair of the BOT As coordmator of the workshop, Dr Mahfuzuddm Ahmed 
descnbed Its rationale, objectives and scope PresentatIons by the resource speakers 
were diVided mto two groups The first group shed lIght on the expenences and lessons 
learned from conductmg multi-country, multI-Site projects Presenters were Dr Robert 
S Pomeroy (Co-Management and AFFSRN Projects), Dr Madan Dey (DEGITNCarp 
ProJect), Mr Geronimo T Silvestre (Fishery Assessment ProJect), Dr Mark Prem (RE
STORE) and Dr Roger S V Pullm (lRM) The second group, which discussed the 
Implementation plans, perceived problems and solutions for new ImtIatIves, mcluded 
Dr John McManus (PopulatIon Interdependency In the South Chma Sea Ecosystems, 
PISCES) and Dr Jan Michael Vakily (Afnca, Canbbean and PaCifiC Reglons--Euro
pean Umon TramIng Project/FlshBase Afncan, Canbbean and PacifiC Regions) 

Dr Williams presided over the workshop, while Dr Modadugu V Gupta and Dr 
Roger Pullm were the panel discussants for the presentatIon sessIOn Group diSCUS
Sions, diVided mto three groups, followed 10 the afternoon Group 1 Project DeSign 
Phase With Dr Robert S Pomeroy (DISCUSSion Leader) and Ms MIrIam C Balgos 
(Rapporteur), Group 2 - Implementation Phase With Mr Gerommo T Silvestre (DIS
cussion Leader) and Mr Len R Garces (Rapporteur), and Group 3 - Momtonng and 
EvaluatIon Phase With Dr Madan Dey (DISCUSSion Leader) and Ms Chnstme Mane V 
Casal (Rapporteur) (Annex 3) Dr Ahmed presented the summary recommendations 
based on reports from the mdlvldual groups Prof Dillon concluded the proceedmgs 
by glvmg hiS observatIons regard 109 the presentations as well as the workshop as a 
whole 

The followmg sectIons summanze key Issues and constramts IdentIfied dunng the 
workshop followed by a set of gUidelmes emerging from group diSCUSSions 
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Issues 

From ICLARM's expenence of conductmg multi-country, multi-site projects, we 
Identified that often, ad hoc approaches had been taken to Implement projects In 
many cases, the design, Implementation, and momtonng and evaluation aspects are 
not tied together, m fact, they are seldom recognIZed as mtegral parts of a strategy for 
multi-country, multi-site projects For several reasons, projects tend not to allocate 
sufficient time and resources to these aspects or stages, often resultmg m a number of 
problems which m turn not only hmlt or hmder the project's achievements, but also fad 
to measure the project Impact 

1 Design Phase 

• Projects are not properly designed Gaps m the project design lead to Implemen
tation difficulties and poor achievements Logical framework analysIs IS seldom 
part of the design process Lack of sufficient attention and madequate knowledge 
about the field conditions dunng the preparatory stage often results m msufflclent 
appraisal of project mputs and other reqUirements m the project As a result, prob
lems addressed by the projects are often not well defmed whde project resources or 
mputs do not match objectives 

• The capablhtles of partners are not fully assessed pnor to Implementation ThiS 
mvltes unknown nsks It also hmders the IdentIfication of trammg needs and their 
timely and sequential mtegratIon mto the project workplan 

• Inadequate partner mputs m the project design Research partners and counter
parts do not have the opportumty to partiCipate actively m the plannmg process 
Often, diSCUSSion regardmg the project remams hmlted to exchange of Ideas With 
higher-level authontIes, and hence does not reflect practIcal situations m the field 
Thus, research partners lack a common view on the goals and agendas and feel no 
sense of ownership for the research program Very httle dialogue takes place among 
project partners about what Will work and what Will not Consequently, no Viable 
coordination schemes among partners are put In place pnor to Implementation of 
the project 

• Inadequate resources Program and follow-up activIties are constrained by van
ous condltIonahtIes as well as inSUffiCient donor funds Furthermore, partners are 
often unwdhng to commit their own resources In a collaboratIve project, pOSSibly 
because they do not see projects as directly benefiting their own research program 
or conforming With national or institutional pnontIes 
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• Lack of umform methodology Research methods are not well descrIbed In the 
project design Often, methodologies are not standardized, such that data cannot 
be meaningfully compared across sites Because of varying capabilities among 
partner agencies, even If the same methodologies are used, data sets do not enJoy 
umform levels of accuracy TramIng and capacity bUlldmg are not seen as essen
bal parts of ensunng a standard methodology or quahty 

2 Implementation Phase 

• ProJect leaders' skills The skills and expenence of the project leaders are In 
many cases insufficient to handle the multiple project-related responSibilities, re
sulting In poor performance and failure to accomplish deSired objectives Little or 
no attention IS paid to ImproVing the management skills of project leaders especially 
In human resources management and sociocultural interactions 

• Too many proJect components Funds are stretched too thin across many project! 
program components, obstructing the project's ability to focus on ItS main obJec
tIves 

• PoliCies on sharIng credits The lack of clear poliCies on ownership and author
ship of project outputs leaves partner agencies and their staff confused They may 
harbor different expectations, leading them at times to make unusual demands 

• Donor requirements Projects have to respond to increaSing requirements by 
donor agencies Projects must consult donors and Incorporate their poliCies and 
approaches to developmental Issues This requirement poses as It may nsk intro
dUCing bias that may affect the objectivity of research programs 

• AdministratIve support Project management procedures and poliCies governing 
commumcatIon, coordination and administrative support fail to ensure timely and 
effiCient dehvery of these services There had been little dialogue between techm
cal management umts of the project and administrative support umts 

3 Momtormg and Evaluatton (M & E) Phase 

• Lack of appreciation for M & E Momtonng and evaluation are not Incorporated 
In the project deSign, caUSing the project to lose Sight of ItS objectIves, especially In 
large projects With multiple components On the other hand, regular momtorIng 
and evaluation are limIted by financial constraints Thus, few projects execute 
regular and systematIc momtonng 
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• Tlmelmess m M & E Often, M & E are relegated to the end of project hfe 
Problems (techmcal, managenal or fmanclal) which could have been addressed 
dunng Implementation are neglected resultmg m less than satisfactory outcomes 
from the project 

• Lack of awareness of research partners Research partners do not see the rel
evance or Importance of M & E, thus they do not cooperate or make an effort to 
know how these are done 

• Biases m M & E M & E conducted by donor consultants turn out to be less 
objective, hence serve a less satisfactory purpose SometImes, they fall to con
Sider techmcal, mana genal and fmanclal hmltatIons mvolved m the deSign and 
ImplementatIon of the project resultmg In biased evaluation 

• Lack of appropnate mdlcators M & E mdlcators are too ambitIous and unreal
IStic ThiS also leads to unsatIsfactory evaluatIon 

Recommended Guidelines 

The deSign, Implementation, momtonng and evaluatIon aspects of projects and 
programs should be tied together, they are mtegral parts of a strategy for multi-country, 
multi-site projects 

1 DeSIgn Phase 

1 1 Involvement of donors and proJect partners The deSign phase should mvolve 
both donors and project partners In recent years donors have shown an mcreaslng 
Interest toward development and other ImphcatIons of a project pnor to ItS Implemen
tatIon ThiS raises donor expectations, including reluctance or unwllhngness to accept 
negatIve results ThiS has necessitated IClARM to adopt new strategies With donors 
which mclude 

• Informal diSCUSSion 
• education and onentation 
• pre-proposal 
• proposal 
• donor follow-up 
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With respect to research partners the range of discussion and appraisal should 
Include the follOWing 

• statement of mformal mterest 
• selection of partners 
• institutional and personallmkages 
• participation process 
• plannmg committee 
• mstItutional commitment (budget) 
• institutional capacity and tramIng needs 

1 2 GUldehnes for project deSign ICLARM should have clear gUldehnes on the 
deSign of projects, recogmZIng however the fact that projects may not be led by ICLARM 
Often, projects mvolve partnerships With other agencies With varying levels of ICLARM 
Inputs, which may require different deSigns 

1 3 Agreement With partners Partners should be In full agreement With the pro
posed research and Its Implementation plan To reach a common agreement between 
partners, JOint research pnonty settmg exercises are needed Project agreements and! 
or letters of Interest With the partners should specify ownership and operating proce
dures 

1 4 ComprehenSiveness of project deSign The deSign of the project should de
scnbe the follOWing In suffiCient detail 

• project concept rationale and objectives 
• role of participants 
• information polIcy 
• overall and common goals 
• workplan 
• research methods and data analYSIS 
• credit shanng agreement and authorship polIcy 

1 5 Research methodology In deslgnmg a project, emphaSIS should be on the 
use of common methodologies for data collection and analYSIS so that companson 
across sites have both meaning and strategic relevance 

1 6 Logical framework analYSIS A logical framework analYSIS should be used In 
deSigning the project and should Include a comprehenSive appraisal of project actlVJ
ties and their Importance The analYSIS should be speCIfiC about project Inputs and 
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outputs Assumptions and associated nsks regarding the technical, managenal and 
institutional conditions should be clearly stated In the logical framework analYSIS 

1 7 IncorporatIon of mOnltonng and evaluatIon There should be a bUilt-in pro
cess for mOnltonng and evaluation dunng and at the end of the project with clear 
terms of reference SCientifiC adVISOry committees and steenng committees should be 
estabhshed for all projects as far as pOSSible to Increase the accountablhty of project 
management 

2 Implementation Phase 

2 1 Strengthening project capacity Both techmcal and management aspects of 
the projects, mcludmg human and sociocultural aspects, need to be strengthened In 
the begmnmg phase of a project, more emphaSIS should be given to Improvement of 
technical capablhty, access to information and communication and capaclty-bUlldmg 
of partners 

2 2 Reduce proJect burden and overcommltment Projects should not support 
too many components at any given pomt In time 

2 3 Preparation of realistIc workplan Projects must be focused DeSign aspects 
of the project must be thoroughly exammed and appraised pnor to Implementation 
An mceptlon report mcludmg a reahstlc workplan need to be prepared at the begm
nmg of Implementation 

2 4 Authorship and credit shanng To aVOId misunderstanding, ICLARM should 
estabhsh a pohcy on authorship and credits for project partners Such a pohcy should 
draw a clear dlstmctlon between indiVidual authorship or SCientifiC contnbutlon and 
credits that are shared at the mstitutIonallevel 

2 5 Improved administrative support EmphaSIS should be given on Improvmg 
and mamtamlng contacts/commumcatIon between administrative Unit and staff per
forming technical and managenal functions m the project ProvIsion should be made 
for participation of administrative staff m planning and review meetmgs and workplan 
preparation 

2 6 Contmulty of staff Smooth transItion of responSibIlities should be ensured m 
the case of change of key staff during the Implementation phase of the project, mclud
mg mvolvement m the mlhallmplementabon process by staff who deSigned the project 
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2 7 Cashflow In negotIating projects with donors, efforts should be made to 
obtain grant money In advance To aVOid cashflow problems affecting project actlVl
tIes, donor cycle for release of fund should be taken Into consideration In planmng 
major project activIties 

28 Staff training EmphasIs should be given to trammg eXlstmg personnel par
ticularly to on-the-Job tramIng Adequate resources should be allocated for human 
resources development, such as degree and non-degree traInmg 

2 9 Secunng commitment of partners The commitment of NARS partners and 
other project collaborators dunng Implementation should be ascertamed through for
mal agreements followed by review and consultation 

3 Momtonng and Evaluation (M & E) Phase 

3 1 Momtonng and evaluation should be a bUilt-m component of the project de
sign and should mclude log frame, milestones, indicators, nsks and assumptions 

3 2 EmphasIs should be given to estabhshmg a clear objective for M & E as well 
as gUidehnes on the pnnclples and processes of undertaking M & E 

3 3 Both techmcal and managenal aspects should be conSidered for M & E 

3 4 The project document should clearly indicate the purpose of M & E and ItS 
target beneflclanes 

3 5 Indicators should be flexible and speCific These should be deSigned to evolve 
as needed and mclude SOCioeconomiC and pohtIcal aspects 

3 6 Indicators should be reahstIc and should not be stretched over long time pen-
ods 

37 ICLARM's overall principles sustaInablhty, equity, gender role In develop
ment, partiCipation, systems approach and anticipatory research should be conSId
ered when deslgnmg mdlcators 

3 8 An adequate budget for M & E should be provided 

3 9 The ImplementatIon of M & E should Involve stakeholders 
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310 Internal evaluatIon should be done pnor to an external evaluatIon 

3 11 M & E of all projects should be InstItutIonalized and made both timely and 
continUOUS 

3 12 Common understanding among the research partners should be reached for 
M & E, perhaps through workshops 
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Annex 1 Program 

800 - 8 15 

815 - 820 

820 - 8 25 

825 - 8 40 

Toward Guidelmes on Runnmg Multi-country, 
Multi-site Projects 

18 January 1997, Saturday 
8 00 am - 5 00 pm 

ICLARM Penthouse 

RegIstration of ParticIpants 

Welcome Remarks 

Remarks 

Bing V Santos/ 
Malu Tungala 
Dr Meryl J WIllzams, DG 
ICLARM 
Prof John DIllon 
ChaIrman, BOT 

SessIon ChaIrperson Dr Meryl J WIlliams 

Workshop ObjectIves and Expected 
Output 
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Dr Mahfuz Ahmed 
Program Leader, PRIA 



840 - 9 00 Co-Management and AFSSRN Dr Bob S Pomeroy 
Project Leader 

900 - 9 20 DEGITA Project/Carp Project Dr Madan Dey 

Project Leader 
920 - 940 Fishery Assessment ProJect! Mr Gerry T SIlvestre 

Coastal Transect Project Project Leader 
940 -1000 Research Tool for Natural Resource Dr MarkPreln 

Management, Momtor1Og and Program Leader, IMSP 
Evaluation (RESTORE) 

10 00 -10 20 IRM Effort Dr Roger S V Pullm 
Program Leader, BGRP 

10 20 -10 35 Panel DISCUSSion Dr Modadugu V Gupta 
Director, IRO 

1035 -10 50 Coffeerrea Break 
10 50 - 1110 PopulatIon Interdependency 10 the Dr John McManus/ 

South Chma Sea Ecosystems Ms Menchle Ablan 
(PISCES) Program Leader, AEP/ 

Project Leader 
1110 - 1130 ACP-EU Trammg ProjectlFIshBase Dr Michael Vaklly 

African, CarIbbean and Pacific Tra10mg Coordmator 
Regions 

1130 - 1145 Panel DISCUSSion Dr Roger S V Pullin 
Program Leader, BGRP 

12 00 100 Lunch Break 

100 - 2 00 Group DIScussions 
Group 1 Project DeSign Phase Dr Bob S Pomeroy/ 

Ms M'rlam C Balgos 
Group 2 ImplementatIon Phase Mr Gerry T S,lvestre/ 

Mr Len R Garces 
Group 3 MomtorIng and EvaluatIon Dr Madan Dey/ 

Phase Ms Chrlstlne V Casal 

2 00 - 215 Preparation of Group Presentation 

215 3 00 Group Presentation 

Moderator Dr Modadugu V Gupta 
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Group 1 Project DesIgn Phase 
Group 2 ImplementatIon Phase 
Group 3 MOnItonng and EvaluatIon 

Dr Bob S Pomeroy 
Mr Gerry T SIlvestre 
Dr Madan Dey 

Phase 

300 - 3 30 CoffeelTea Break 

330 - 4 00 Presentation of Summary GUIdelInes Dr Mahfuz Ahmed 

400 - 4 05 ClOSIng Remarks 

End of Workshop 
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