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EXECUTIVE SUMMARY

The Pakistan Environment Programme (PEP) is aimed at sm’aﬁgthening the
sustainable institutional capacities of, primarily, four institutions to facilitate the
implementation of Pakistan’s National Conservation Strategy (NCS) and, in so
doing, assist Pakistan to move towards environmentally sustainable societal
development. Canadian assistance, in the form of a $15 million graut, is being
provided over five years.

The four institutions are:

1. The NCS Unit of the Ministry of Environment, Local Government and
Rural Development (MELGRD), '

2. . The Environment Section (ES) of the Planning and Development Division
" (PDD), within the Planning Commission (PC);

3. The Sustainable Development Policy Institute (SDPI); and,
4, The TUCN (World Conservation Union) Pakistan (JUCNP).

In addition, some other institutions are to be strengthened through a Linkages
Programme (e.g., GIK University), or indirectly through the support given to the
above-mentioned four institutions.

The TUCNP is also the Executing Agency. The TUCNP (and the other PEP
partners via the [UCNP) are able to call upon the support of the Canadian Partner
Organization (CPO) — a consortium of three private sector firms.

The PEP owes its origins to the NCS project. This project, aiso funded by
CIDA, with a grant of $3.7 million, commenced in 1987 and led to the
formulation of the NCS, which received the formal approval of the Cabinet of the
Government of Pakistan (GOP) on 1* March 1992. C

The PEP is making surprisingly good progress. CIDA’s financial support is
adding value in the form of sustainable institutional capacities. This is being
done reasonably efficiently. ~There is, however, considerable scope for
improvement in the financial management of the funds. And although the funds
appear to be administered with an eye to probity, there can be no final conclusion
“on this without a detailed cost audit.

However, the fact that this evidence of progress is surprising is worthy of
examination.

Despite the success of the project that led to the production of a Cabinet-
approved NCS, in March 1992, the PEP got off to a bad start. There was a
hiatus between March 1992 and the signing of the PEP contract in November
1994. Perhaps of greater consequence, however, was the delay in the signing of




the contract with the CPO until May 1996. The Executing Agency was clearly
struggling with what was by far the largest project that it had ever undertaken.
However, over those 18 months the Executing Agency and the PEP partners (the
four recipient institutions) had, perforce, developed their own mode of operations.
It soon became clear that it was going to be very difficult for the CPO to
establish a niche for itself in this ongoing operation. -

Indeed, it soon became clear that several other assumptions on which the
management of the project had been predicated were to be proven invalid. Most
notable are that: the Pakistanis would welcome the contributions from Canada to
be provided through the CPO, and regard the CPO as an equal partner; there

would be joint workplanning between the CPO and the PEP partners; the CPO

would be able to become more pro-active over time (albeit that its services are
provided only as requested by the Executing Agency); and, that several areas of
work in which the CPO was to be involved were not as advanced as the CPQ’s
contract implied (e.g., on the analysis of the needs of the four institutions for
capacity development, and on the Performance Indicator Tracking System —

PITS).

Particularly significant is that the above-mentioned needs analysis had not been
done by May 1996. This should have been the first order of business, and indeed
this had been the intention. Unfortunately, because of the continuing delays in
the signing of the CPQO's contract, the CPO’s Institutional Strengthening Adviser
had taken on another short-term assignment. His arrival in Pakistan was delayed
until October 1996. In the interim, the Performance Measurement Adviser
(PMA) had therefore started work on “retrofitting” the Results-Based
Management (RBM) approach to what the Pakistanis were actually doing.
Expected results and progress indicators were entered inte the RBM matrices.

What the Pakistanis were actually doing was not so much concentrating on
putting in place sustainable institutional capacities but rather concentrating on
"getting on with the job" of attempting to deliver the “products™ that one would
expect to be produced once that sustainable institutional capacity is in place.
This was understandable, given that the NCS had been approved by the Cabinet
in 1992 and that there had been such a delay to the start of the PEP.

However, it meant that the Pakistanis were proceeding without a clear plan for
putting in place sustainable institutional capacities.

The retrofitting of what was being.done into the RBM matrices continued even

after the Institutional Strengthening Adviser had visited Pakistan. That

retrofitting, regrettably, did not uncover this lack of attention to the building of
sustainable capacities. Rather, it resulted in completed matrices that suggested
that the PEP was aimed at producing the "products”. There was very little
attention to the sustainable institutional capacities. These RBM matrices,
completed in June 1997, have been guiding the work of thé PEP partners since

then. .

i




The reporting on the progress has been organized against the expected results and
indicators identified in those matrices. Probably because the text in the matrices
is, in most instances, hard to follow and overall there is little sign of consistency
in the approach to the completion of the matrices, the reporting is also of varying
quality and generally hard to follow. In addition, and very significantly, what is
being reported on is progress in producing the "products” as opposed to progress -
in developing sustainable institutional capacities.

However, this is where the surprise comes in. As the Mid-terin Review (MTR)
team listened to the presentations and asked questions it became more and more -
evident that a considerable amount is being done by the staff in each of the four
institutions that is, in fact, contributing to the development of sustainable

institutional capacities.

This is not being done according to a plan and it is not being reported on
explicitly. But it is being done and quite extensively.

Unfortunately, because there is no clear coherent plan and because the reporting
has been so voluminous and yet not covering the work that does relate to the
PEP’s original objectives, it has been difficult for outsiders to understand the
PEP. This has meant that it has had few supporters in CIDA.

. The lack of a plan that focuses on the development of sustainable institutional
‘capacities posed a considerable challenge for the MTR team. We were forced
“-to articulate what we have called statements of "assumed outcome of activity”.
Since we have assumed that the outcomes of an institutional capacity
development programme should be enhanced and sustainable institutional
capacities, we have identified the capacities that the PEP partners appear to be
seeking. These "sought-after capacities”, as we have chosen to call them, have
been derived by working backwards from the "products” that have been listed in

the RBM matrices. (These and other terms that we were forced to adopt in order

to avoid confusion with terms used in the PEP are defined in Section 1.)

With these sought-after capacities clearly identified, we were then able to identify
progress being made in putting in place the components of capacity that are the
requisite building blocks for each sought-after capacity. The illustrative listings
that we have come up with (in Section 7) are really quite impressive.

With these same sought-after capacities in mind, we were able to assess (in

Section 2) the relevance of the overall design for the realization of the PEP’s

objectives. This exercise revealed that at the macro-scale the design is quite -
relevant. However, to arrive at this conclusion, we had to adapt a conceptual and

normative mode! of the total environmental management system (TEMS) that

identifies the major functions that have to be performed by a limited number of
institutions in any country if it is to "steer” the behaviour of all of its citizens, in

the public, private and popular sectors of society, towards environmentally -
sustainable development. Table 2.1 (in Section 2) shows that most of the
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capacities required to perform these functions are being addressed to some degree
by the PEP.

What we were also able to do (in Section 9.2) was to move beyond reporting on
what is being put in place by way of components of capacity to develop the -
sought-after capacities and identify what should be put in place to achieve this
end. This required the MTR team to come up with a more normative listing of
components of capacity. We then assessed progress in this light. Again,
although there are some gaps and shortcomings revealed, we found that by
reference to the evidence already provided in Section 7, plus additional
observations, the progress is quite impressive.

In short, therefore, the MTR team is quite positive about the PEP and believes
that, with some really focnsed effort, the PEP will produce:

. an Executing Agency with much stronger capacity to perform its role;

. strengthened and more effective PEP partners; and,

. some valuable Pakistan-Canada linkages that will complement the -
contributions ‘of the stronger PEP partners to meeting the PEP's
objectives.

Having said that, the emphasis has to be placed on how to get that really focused
effort.

With this in mind, we turn to our recommendations. Throughout this report we
have made many specific recommendations relating to specific issues. All are
important and action on each one is feasible in the remaining’ time available.
Some have been repeated several times to underscore their significance. Here,
in providing an overview, we attempt 1o convey something of the bigger picture
and the more strategic considerations that have to be acted upon if the PEP is to
re-position and re-orient itself to enhance its contribution to Pakistan.

In constructing this overview, we would not wish this list of recommendations
{o be taken as a substitute for the many that appear in the body of the report.

In sum, to resolve the problems and realize the opportunities facing the
programme, we propose the following ten steps be taken.

First, there needs to be a clearer sense of purpose — of what is involved in
moving a society towards environmentally sustainable development and, within
that context, implementing the NCS. We are talking about behavioural change
on the part of all Pakistanis. Together, they constitute the players in what we
call in this report the TEMS. To effect that behavioural change, the four PEP
partner institutions have to acquire the capacity to steer the TEMS. This

" conceptual underpinming needs to be made more explicit in the design of future

work; if the PEP partners are to have a clearer sense of purpose.
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There are nine institutional units being strengthened in the PEP (there being six
within the IUCNP). For each of these nine units we have articulated the soughi-
after capacities that we have assuined they are expecting to realize as ouicomes
of the PEP. These sought-after capacities should be reviewed in light of what the
PEP partners collectively and individually believe are the capacities that they will
‘need to have in place in order to play their part in performing this "steering”
function effectively and thus facilitate the implementation of the NCS and, more

generally, move Pakistanis towards environmentally sustainable development.
We expect that this is what the PEP partners will do in the context of the MTR

for the NCS this summer.

‘Thus, we recommend that the PEP partners, with the assistance of all of the
" CP(Q’s Advisers, jointly review the statements of "assumed outcome of
activity" (i.e., the sought-after capacities), and replace or add to them if
pecessary, with a view to ensuring a clear sense of purpose for their work.

Second, with this clear sense of purpose in mind, it is necessary to identify the
components of capacity, or building blocks, that need to be put in place in order
to develop these sought-after capacities.

Thus, we recommend that the PEP partners, again with the CPO’s
assistance, identify a normative list of components of capacity that are
required to develop each sought-after capacity and then assess how much is
already in place and what still needs to be developed. '

Third, having.identiﬁed what has to be accomplished eventually, the requisite
resources will need to be identified. :

Thus, we recommend that the PEP partners, again with the assistance of the
CPO, identify the requisite resources, initially in broad terms, to get a sense
of what is involved. In doing this, they should agree collectively on: '

. the staff n_eeded;
. the advisers needed; and,
d the pace of work.

Fourth, with a sense of the resource requirements, the priorities can be set in light
of the resources available from the PEP and from other sources: The other
sources are particularly important considerations for the two GOP units, since we
are talking about the commitment of the GOP to find the resources to implement
the PC-1s that have been submitted relative to the full regularization of the two
GOP units. ' '

Thus, we reecommend that clear commitments as to the resources available,
over the near and longer term, should be provided by all PEP partners.




1f the GOP cannot commit itself to completing the regularization of the two GOP
units then CIDA should consider shifting some of the funds away from those
units to other GOP units that have been regularized, or to other NGOs.

Fifth, with a sense of resources available, and the resource requirements for
developing each sought-after capacity, the priorities can be set (on the basis of
draft strategic operational plans being formulated) and sirategic corporate
development plans can be drawn up. :

Thus, we recommend that each PEP partner formulates a draft strategic
operational plan and, in support of this, develops a strategic corporate
development plan. Aithough these plans are expected to be developed by
each institution working separately for the most part, there should be a
conscious effort to share thoughts about the plans with the other PEP
partners, since the plans of the four institutions should be complementary.

Sixth, with a clear sense of each institution’s needs relative ‘to capacity
development, and plans for the development of those capacities in place, a plan
for the PEP as 2 whole can be put together. This will help to ensure that the best
use is made of the limited resources remaining available to the PEP. A key
component of this plan will be a pian for the strengthening of the Executing
Agency’s capacities to formulate and implement the plan for the PEP as a whole.

Thus, we recommend that CIDA, in light of its responsibility for ensuring
that ""the IUCNP has the developmental, technical, financial, administrative
and managerial capacity to run the PEP" should take appropriate action to
ensure that, relative to the TUCNP’s needs, the IUCNP is offered, accepts
and acts upon appropriate advice provided through the CPO.

Seventh, in addition to the CFO beiqg able to help where mentioned above, the

CPO’s services should be utilized with greater imagination than heretofore.

_'Thus, we recommend that the Executing Agency and the CPO discuss ways‘
in which the CPQ team members could be used to best effect in conveying

Canadian and other international experience to the PEP partners.

Eighth, in light of the need to make sure that these plans for more focused effort
are put in place, there will be a need for a greater degree of involvement of
senior management and more frequent meetings of the mid-level staff.

Thus, we recommend more frequent meetings of the PAC and of the PEP
partners and their mid-level staff, a simpler system of reporting that better
meets CIDA’s needs, and the hiring of a Canadian-based external monitor
to keep all of the players and especially the PTL better informed of the
progress, or lack thereof, being made on the implementation of the plans to
strengthen the four institutions. : : :

*
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Ninth, in order to ensure that this more focused effort is pursued with efficiency,
the various players have to have a clearer sense as to their areas of responsibility
and their accountabilities. '

Thus, we recommend that CIDA, in discussion with the CPO and the
Executing Agency, should establish specific parameters for the
responsibilities of the two bodies relative to each other and relative to CIDA.
These discussions should include the resolution of difficulties over the CPO’s
accountability for quality control and expenditures relating to services for
which it is nominally responsible but ever which it does not in fact have full
control.

- Tenth and finally, while there is an urgency to the need for this consolidation or
focusing of effort in the PEP, it is important that all players recognize that
building sustainable institutional capacity in environmental management to effect
behavioural change takes time.

Thus, . we recommend that CIDA should reconfirm that it recognizes that
developing institational and individual capacity takes time and that, if there
are signs of continuing progress, serious consideration will be given to a
further phase of support, whether through the current partner units of the
programme or through other environmental management institutions within
Pakistan’s TEMS.

We are sure that all players involved in the PEP recognize the exigencies of the
current operating environment. However, the PEP is not about short-term
measures. It is about building a sustainable society. For that, certain capacities
have to be developed. This takes time and it takes people. Providing these
people and adopting a long-term perspective calls for political commitment and,
most specifically, in the Pakistani situation, continuing commitment to
environmentally sustainable development and to building a moderm system of
governmental institutions. The PEP is contributing on both fronts. For the
expenditures actually made thus far, it is showing remarkable progress. With
focused effort, the MTR team is confident that the PEP will yield even greater
returns on the investment of CIDA and all PEP partners.
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PREFACE AND ACKNOWLEDGEMENTS

The purpose of the mission being reported on here was to provide a mid-term review, for the
Canadian International Development Agency (CIDA), of the Pakistan Environment Programme,
which the agency has been supporting financially. The terms of reference are provided in
Appendix A,

. There were two of us on the mission from Canada: Mr. Bryan Bell, CEO, BMB Consulting Inc.
of Ottawa, and myself. Two Pakistanis — Mr. Tariq Qurashi and Mr. Athar Ali Khan, General
Manager and Financial Manager, respectively, of CIDA’s Programme Support Unit in Islamabad
—- joined us, albeit for the more limited assignment of reviewing the financial management of the
PEP. :
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February-early March, 1998, each lasting for about three weeks. On behalf of all members of our
team I would like to thank everyone with whom we have met, both in Pakistan and Canada, for
their willingness to give of their time, insights and ideas. Al are listed in Appendix B. Special
thanks are due to Dr. Asif Zaidi, the Project Manager, for the many hours spent with us n very
open and constructive discussion. Also Ms. Naima Malik, the Mission Coordinator at CIDA’s
PSU, deserves special mention for her tireless commitment to ensuring that our appointments were
properly scheduled and that our time was used to the full. Again, particular thanks are due to Mr.
Peter Berkeley, the Project Team Leader, at CIDA, both for having entrusted us with this
undertaking and for his patience and understanding in awaiting this report. It proved quite
challenging to bring coherence to this complex and somewhat misunderstood programme. We
trust that this report will bring added clarity to what we now understand to be a surprisingly
productive programme.

In Toronto, too, 1 owe special thanks to Ms. Eileen Duh, of Inofas Integrated Systems, Inc., for
having worked wonders with the word processing in producing this report. As ever, of course,
errors of omission or commission are to be laid at the feet of the team’s members.

Finally, as leader of the review team, I should like to thank my colleagues, for their contributions
and their sense of humour during this challenging undertaking.

Simon Miles
Toronto, June, 1998
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ABBREVIATIONS

ADB
AJK
BCS
BLU

' CBO
CHC
CIDA
CPO
cu
EA
EC
EE
EIL
EPRC

'ES
EU
FY
GEF
GIK
GOP
IIED
IISD
IS
TUCN
TUCNC
TUCNHQ
IUCNFP
IWASRI
MELGRD
MOU
NACS
NCS
NEQS
NGO/CSU
NGO
NORAD
NWEP
PAC
Pak-EPA
PAM
PC
PD
PDD .
PEP
PEPA

Asian Development Bank

Azad Jammu and Kashmir

Balochistan Conservation Strategy

Business and Law Unit, of the [JUCNP
Community-based Organization

Canadian High Commission :

Canadian International Development Agency

Canadian Partner Organization

Communications Unit, of the [IUCNF

Environmental Assessment

European Comimission

Environmental education

Ecologistics International Ltd.

Environmental Protection and Resource Conservation — a project funded
by a soft loan from the World Bank

Environment Section (of the PDD/PC)

Education Unit, of the TUCNP

Fiscal year

Global Environment Fund

Ghulam Ishaq Khan Institute of Technology, in Topi
Government of Pakistan

International Institute for Environment and Development
International Institute for Sustainable Development; in Winnipeg, Canada
Institutional Strengthening

JUCN (World Conservation Union), as a global network
IUCN (World Conservation Union) Canada

IUCN (World Conservation Unicn), headquarters

TUCN (World Conservation Unien) Pakistan

International Waterlogging and Salinity Research Institute
Ministcy of Environment, Local Government and Rural Development
Memorandum of Understanding

Northern Areas Conservation Strategy

National Conservation Strateégy

National Environmental Quality Standards
NGO/Community Support Unit of the IUCNP
Non-governmenta] organization

Norwegian Aid Agency

North West Frontier Province

Programme Advisory Committee

Pakistan Environmental Protection Agency

Project Approval Memorandum

Planning Commission

Programme Directorate of the IUCNP

Planning and Development Division (of the Planning Commission)
Pakistan Environment Programme

Pakistan Environmental Protection Act
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PFEJ
PIEDAR
PILER
PITS
PMA
PSU
PTIL
RBM
RFI
RNE
SASEANEE
SDC
SDNP
SDPI
SIDA
SMG
SPCS
SWOT
TOR

- UNDP
UNEP
UNESCO
WAPDA
WB
ZOPP

Pakistan Federation of Environmental Journalists

Pakistan Institute for Environment Development and Action Research
Pakistan Institution of Labour Education Research :
Performance Indicator Tracking System

Performance Measurement Adviser

Programme Support Unit of the IUCNP (now the PD)

Project Team Leader

Results-based management

Resource Futures International

Royal Netherlands Embassy

South Asia and South East Asia Network for Environmental Education
Swiss Agency for Development Corporation

Sustainable Development Networking Programme

Sustainable Development Policy Institute

Swedish International Development Agency

Senior Management Group

Sarhad Provincial Conservation Strategy

Strengths, Weaknesses, Opportunities, Threats

Terms of Reference

United Nations Development Programme

United Nations Environment Programme

United Nations Educational, Scientific and Cultural Organization
Water and Power Development Authority

World Bank '

Zielorientierte Projektptanung: a technigue originating in the USA as Goal
Oriented Project Planning and then utilized extensively by the German Aid

Agency (GTZ) for getting groups to identify project goals -

All $ figures are for Canadian dollars, unless otherwise specified.




1.0

1.1

INTRODUCTION

The Pakistan Environment Programme

The Pakistan Environment Programme (PEP) is aimed at enhancing the
capacities of, primarily, four institutions to facilitate the implementation of

'Pakistan’s Nationai Conservation Strategy (NCS) and, in so doing, assist

Pakistan 10 move towards environmentally sustainable societal development.
The four institutions are:

1. The NCS Unit of the Ministry of Environment, Local Government and
Rural Development (MELGRD);

® The Environment Section (ES) of the Planning and Development
Division (PDD), within the Planning Commission (PC);

b2

3. The Sustainable Development Policy Institute (SDPI); and,

4, The IUCN (Worl_d Conservation Union) Pakistan (JUCNP).

In addition, some other institutions are to be strengthened through a Linkages

Programme (e.g., GIK University), or indirectly through. the support given to
the above-mentioned four institutions. '

The PEP is being funded by the Canadian International Development Agency
(CIDA) with a grant of $15 million over five years, which is extendable to a
sixth year.

The Executing Agency is the JUCNP. The JUCNP is a non-governmental

~ organization (NGO), affiliated with the JUCN (World Conservation Union) —
an interpational organization with its headquarters in Gland, Switzerland

(IUCNHQ). The TUCN is a union of sovereign states, governmental agencies
and NGOs. Like its international affiliate, the TUCNP has some members that
are governmental bodies, including the Government of Pakistan (GOP) and seven

_government agencies, along with 16 national NGOs.

The TUCNP (and the other PEP partners via the IUCNP) are able to call upon
the support of the Canadian Partner Organization (CPO) —a consortium of three
private sector firms — Cowater International Inc., Resource Futures International
(RFI). and Ecologistic International Ltd. (EIL), of which Cowater is the lead
firm. '

The PEP owes its origins to the NCS project. This project. also funded by
CIDA, with a grant of $3.7 million, commenced in 1987 and led to the
formulation of the NCS. which received the formal approval of the Cabinet of

the Government of Pakistan (GOP) on 1* March 1992. The decision io prepare
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an NCS emerged from the invitation of the GOP to the [IUCNHQ to establish a
presence in Pakistan. The IUCNP office was established in 1985.

. The process of preparing the NCS had involved many talented and
knowledgeable Pakistanis in positions of leadership in the public, private and
popular (non-governmental) sectors of society. The investment of their time,
energy and commitment had more than matched the Canadian investroent. The
process had provided an excellent opportunity for the articulation of a collective
view of the state of Pakistan’s environment, the growing pressures on that
environment, and the action required to put Pakistani saciety onto a path heading
towards environmentally sustainable development. The process had raised the
awareness of some key players, had raised expectations among a broader
constituency, and started an environmental movement. The actual NCS
document — the strategy — was thus just one product,

" The NCS document is written with thoughtfulness and clarity and a conviction
that belies the dubious state of statistics in the country. Its completion and
cabinet approval in 1992 positioned Pakistan in the limelight at the United
Nations’ Conference on Environment and Development, at Rio, that year. This
farther raised expectations of the GOP to follow through on this document.

CIDA was justifiably pleased with the various outcomes of the project. Indeed,
it had anticipated them to some extent and had begun planning with the GOP and
IUCNP for an implementation phase. A useful NCS Plan of Action document
prepared by the GOP for the meeting of international donors, in Islamabad in
~ Janmary 1993, placed considerable importance on the strengthening of institutions
in order to facilitate the implementation of the NCS. CIDA appeared to be
committed to a programme of support for $24 million in this area.

~ However, it is important to register that at about this time CIDA’s erstwhile
continuing commitment began to falter somewhat. Drastic cuts in financial
support to CIDA reduced the support available to the NCS follow up to $15
million over an initial 5-year period, albeit within a planaing framework of an
estimated 10 years required for implementing the NCS.

There were also doubts at CIDA about whether the JIUCNP, which had done an
excellent job of orchestrating the formulation of the NCS, had the requisite
capacities to act as Executing Agency for this much larger programme. (The
NCS project had been the largest undertaking for the JUCNP since the
" establishment of its office in 1985.) Coupled with this were Ministerial
reservations, at the time, as to whether CIDA should be funding any
international NGO that was not headquartered in Canada.

As a result of these delays, it was not until 4* July 1994 that the Contribution
Apreement became effective. albeit that it was not signed uatil 8" November
1994 and that the project was not expected to start until late 1994. And it was
not uatil May 1994 that CIDA’s contract was signed with the Canadian Partner -




Qrganization, which now accounts for roughly $4.5 million of the $15 million
of programme funds. :

Although the termination date of the PEP’s five-year budget is 30® June 1999,
and the current termination date of the Contribution Agreement is 31" March
2000, these dates are extedable, assuming no additional funding beyond the $15
million.

The $15 million budget is currently allocated as follows:

5

_ $000s
IUCNP 4,450.1
NCS Unit _ 2,000.0
ES 1,400.0
SDPI 1.480.0
sub-total PEP partners 0,330.1
CPO (including GST) ‘ 4,500.0
operational reviews 350.0
contingency 819.9
... total 15.000.0

Additional details on budget allocations are provided in Section 10.

" This planned expenditure of $15 million over 5 years in order to facilitate the
implementation of the NCS needs to be viewed in the context of the estimated
cost of implementing the NCS over a period of 10 years. In 1992 this figure
was estimated to be R. 130 billion. " (At the then prevalent rate of R. 25 =
$1.00 this is about $6 billion.) About 40% of that total was expected to be
derived from an improved allocation of financial resources already being
deployed on some conventional programmes in resource fmanagement and .
conservation. The other R. 90 biltion was envisaged as additional investment, ‘
with R.53 billion coming from the private sector and R. 37 billion from the
public séctor. The public secior component was expected to be raised equaily
through donor contributions and domestic sources — the latter primarily through
taxation'. At 1997 exchange rates (of R. 30.5 = $1.00) the sum sought from
~ the donor community was roughly $606 rmillion.

In short, while the strengthening of institutions was rightly seen to be of strategic
importance in the implementation of the NCS, any uitimate success in
implementation — the obvious litmus test for the success of the PEP — is
dependent upon many other contributions that are far beyond the control or
influence of the PEP. '
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The strengthening of each institution is organized around clusters of activity.

~ The TUCNP has 6 constituent institutional units that are being strengthened.
“Thus, in all, there are 9 institutional units being strengthened directly by the
PEP. On average there are about 7 clusters of activity being pursued in the
strengthening of each unit.

A range of delivery mechanisms is being or will be employed. These include:

I

. provision of funds for the hiring of staff
. provision of equipment (e.g., computers, vehicles)
L “technical missions
e training programimes
. provision of publications and training materials
. linkages between Pakistani and Canadian institutions
. workshops and conferences
. internships for Pakistanis iﬁ Canada

Each institution is expected to prepare an annual work plan, annual and semi-

annual narrative reports on substantive activities and quarterly financial reports.
However, the main docunent that is now guiding the PEP activities is the set of
Results-Based Management (RBM) matrices, completed in June 1997, for the
period from July 1996 to June 1999.

The PEP’s management uait is in two main offices of IUCNP — in Islamabad
and Karachi. '

Senior management is required to meet at least twice a year, as a Programme
Advisory Committee (PAC), to discuss significant issues. Between these
meetings there are PEP Partners Meetings (of the PEP partners and CIDA) on
operational issues. More recently two other committees have been created: -

- & a Tripartite Committee, bringing together representatives of CIDA,
IUCNP and the CPO; and,

L a Strategic Planning Group, bringing together the heads of the four PEP
partners, although as of December 1997 this group had not met formally.




1.2

1.2.1

1.2.2

- The Mid-term Review
: Pu_rpose of the Mid-term Review

- As indicated in the Terms of Refereace (TOR) for the members of the Mid-term

Review (MTR) team (see Appendix A), the purpose of the MTR is to provide
a first review of progress and a prognosis of the likely results of the programme.
In keeping with this purpose, the MTR team is expected to provide a report that,
among other things:

1. reviews:
. : the programme’s design and underlying assumptions;
. the progress being made towards the achievement of the intended
' results;
. the efficiency with which the activities are being undertaken;
2 the sustainability of the activities following the: cessation of

Canadian funding;

. major issues relating to the management of the four PEP partner '
institutions and the PEP; and,

* the prudence and probity with which the funds are managed. -

2. recommends improvements to the objectives, design, operations and
management of the programme. '

More generally, we have regarded our mission as being to enhance the
effectiveness of the CIDA’s assistance being provided through the PEP. -

The Approeach Taken

The MTR team was made up of two Canadians and two Pakistanis. The review
extended over a period of 26 weeks, from early November 1997 to early May
1998, although the teamn was not active for that length of time. A first round of

| - interviews took place in Canada immediately following the signing of the

contracts. Work in the field commenced shortly thereafter and extended for two
and a half weeks without a break. This first mission was intended primarily to

familiarize the Canadian team members with the programme’s design, the
. current state of work, the issues being faced and the key players involved.

Much of the time was given over to presentations by the Pakistanis involved in -
the PEP. At the wrap-up session for this first mission the team members went
through the TOR for the MTR and indicated the additional information that they
wolld kike to see provided and the issues they would like to see addressed in the
self-assessment that the PEP partners were to undertake during January.

-5




The self-assessment was completed by mid-February. It resulted in two reports:
one being a report of progress presented within the framework of the RBM
matrices devised for each of the 9 institutional units; the other being a narrative

~ report, At the same time as this exercise was being undertaken the two Pakistani

members of the MTR team, Tariq Qurashi and Athar Ali Khan, were conducting
their review of the financial management of the PEP. This became the basis for
Section 10 of this report. The two Canadian team members, Simon Miles and
Bryan Beli, conducted a second round of interviews in Canada in this period.

In mid-February a second field mission, extending for almost three weeks

without a break. provided the Canadian team members with the opportunity to

conduct interviews with individuals and small groups. Discussions were held
with about 60 people in ali, with some being contacted a number of times.

Although primarily from the four institutions, these persons were from a broad

range of backgrounds — government agencies, NGOs, universities, private

sector bodies, the media, and donor and lending agencies.

With Section 10 of the report having been received from Mr. Qurashi and Mr,

" Khan, it fell to Simon Miles and Bryan Bell to complete the report. This called

for an extended period of analysis of the documents received and notes taken. -
This analysis and drafting took far longer than had originally been anticipated
due to the complex structuring of the activities, the enormous variation in the
ways in which the text in the RBM matrices had been completed — both -
variations in interpretation as to what was called for in each of the "results"

" columns and variations in the level of detail and style with which it was

presented — and, not least, the sensitive interpersonal issues that have
complicated the management of this programime. Although prime responsibility
for pulling the report together fell to Simon Miles, there was considerable
collaboration on several of the sections. Bryan Bell drafied Section 9 and
provided an initial editing of Section 10, and identified some points for
consideration in sections 3, 4. 5 and 6. Simon Miles drafted sections 1, 2, 7,
8, 11 and 12, and the Executive Summary, and completed the other sections to
which Bryan had contributed points.

The greatest challenge was to lend coherence to the very varied way in which

the mix of activities, outputs, outcomes and impacts relating to any one of the

pine institutional units had been articulated. Although this was not expected of
the MTR team in the TOR an enormous amount of effort was called for in this
regard in order to provide a reasonably consistent approach and coherence to the

review,

In essence, this involved our stepping back from the strengthening of each
institutional unit and articulating an overview two-part staiement (o convey.

b the assumed contribution of the PEP to the enhancement of institutional
and/or personal capacities of significance in facilitating the
implementatipn of the NCS and, more generally, of moving Pakistan
towards envircnmentally sustainable development; and,
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h the "products” that are expected from that enhanced capacity and that
constitute the more immediate reason for undertaking the PEP-financed
activities. -

_The limitations of time available for the review have meant that these "statements

of assumed outcome of activity” could well be improved.

One of the other benefits of having taken this approach is that it retains a focus
on the original intent of the PEP — as expressed in the Contribution Agreement
— to strengthen the -capacities of the institutional units. Since the intention is
also to ensure that those capacities are sustainable capacities, it is important to
recognize that certain capacities that come with skilled personnel (e.g., the
capacity to organize a communications strategy) can be lost to the institution.
If the skilled person in question leaves without documenting in some detail the
systematic approach that should be taken in order to proceed with the
organization of such a strategy, then there is no sustainable institutional capacity
development. In short, where skilled personnel have been "bought", it is
jmportant to ensure that their portable capacities are "made” into sustainable
institutional capacities. Hence the importance of putting in place the systems,
efc., to ensure that, at such time as those people leave, others will be able to
take over them and continue to perform to similarly high standards. There are
also other aspects of the “buy" and "make" distinction and its implications for
the sustainability of institutional capacity that are elaborated on in Section 9.

Suffice to say here that the emphasis in the PEP has been on the buying and
"getting the job done"’. In a number of instances there was less evidence of
attention to building the sustainable institutional capacity to ensure that jobs
continue to get done in the future. However, as we continued to discover
evidence of effort that is being expended toward this Iatter objective, we became
more concerned about why this was not always being reported. Broadly
speaking, we concluded that the language uscd in completing the RBM matrices
had neglected to emphasize the importance of puiting this sustainable capacity
in place, in addition to any effort that may be given over to the very legitimate

" approach of buying capacity now to get the job done now. This is another

shortcoming of the RBM matrices, although it is rectifiable without a great deal
of effort if use is made of the "statements of assumed outcome of activity"

prepared by the MTR team.

In that these "statements of assumed outcome of activity" focus on outcomes of
an institotional strengthening programme they focus on capacities to be
developed or strengthened. The concept of outcomes as used in this repott is
discussed in Section 2. In essence. the capacities that are expressed as outcomes
are articulated at a level of generality that allows the institutions fo satisfy the

. implied objectives (i.e., the functions to be performed oace the capacities are in

place) in various ways.

At this juncture it is useful to introduce the reader to some of the language that
we shall be using in this report.
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The two key terms “capacity development" and “institutional
strengthening/building/development” are elaborated in Section 2. They have
been taken from a CIDA documnet. Some of the other terms used by the MTR
team have been devised in order to lend clarity to what it is that we are
discussing and to avoid confusion with terms that have been used inconsistently
in th PEP. :

The capacities that are listed in the outcomes statements are capacities that the
PEP partners appear (according to the MTR team) to be seeking. We shall refer
to these as the "sought-after capacities” for want of a better label.

The development of the sought-after capacities is based on "compenents of
capacity” being put in place. By "components of capacity” we mean such things
as systems, procedures, processes, methods, tools, instruments, skills, networks,
ete. '

It is also important to note that, as we construe this concept of capacity
development, these components of capacity can be combined in various ways to
constitute "component capacities”, such as the capacity for strategic planning.
These component capacities are also, in our lexicon, compenents of capacity that
contribute to the development of the sought-after capacities.

With components of capacity in place, certain "products” can be produced with
greater efficiency. (They may have been produced inefficiently and ineffectively
_prior to that.) Thus a strategic plan is a "product” of a capacity for strategic
planning; and the evaination of a village community development project is, in
part, a product arising from the existence of a system for evaluating NGO
projects. Of course, the greater the number and quality of relevant components
of capacity, the betler will be the products. For example, a strategic plan is
improved if there exists a system for data collection and analysis. In the REM
matrices, completed in June 1997, these products, where listed, sometimes
appear as oulcomes, sometimes as outputs. We see them flowing from the
enhanced capacities and are thus best envisaged as secondary outcomes — given
the focus of the PEP on building the sustainable institutional capacities.

We have tried to define what we mean, in this report, by these terms because we
recognize that we are using words that are in common use and that may mean
different things to different people. In Appendix E we comment on the
difficulties that confront those who do not give sufficient recognition to this

simple dictum.

The statements of assumed outcome — that is, the sought-after capacities — are
used as starting points in the discussions, in Section 7, of the results that have
been achieved to date in strengthening the four institutions and, in Section 9.2,
of the additional componenis of capacity that may require attention if the sought-
afier capacities are to be developed more fully.

*




~ In Section 7, although the focus is on assessing progress made in developing the
sought-after capacities, we also assess progiess in realizing the products from the
components of capacity as they are put in place. For each unit we provide
ilustrative lists of the components of capacity that are already in evidence to
" some degree. We do the same for the products. We emphasize that the listings
are only illustrative. However, we believe that they are sufficient to indicate
why we draw the conclusions that we do, albeit that these conclusions are based
“on a much more extensive base of information and understanding.

In Section 9.2, within the context of a broader discussion of major management
issues, our intent is somewhat different. There, we look at the development of
the sought-after capacities from a management perspective. In essence, this is
a more normative assessment based on a more generic list of components of
capacity (and. especially of component capacities) that the MTR team believes
shouid be given attention if any one PEP partner is to develop its sought-after
capacities more fully. For any one PEF partner there are two types of
component of interest: those common to each unit; and, those particular to each
unit. All, however, are expressed as part of a generic listing. Brief comrents
. are made to illustrate the current situation or progress being made. Progress on
_ the component capacities is illustrated by reference to listings of components of
capacity. As with Section 7, those ligtings are again illustrative and indeed
continuing reference should be made to the listings in Section 7, where the
discussion and detail on components being put in place is more extensive. The
utility of Section 9.2 is that it identifies another set of considerations relevant to
the task facing the PEP’s management — namely strengthening the four
institutions. Although these listings are not complete we trust that they may
prove helpful in completing the analysis of each institution’s needs relative to the

building of sustainable institutional capacity. o

Having clarified the capacities that are being sought by the PEP partners, the
MTR team was in a position to assess the relevance of the design of the PEP for
the realization of its objectives. This is done in Section 2. This involved the
establishment of a normative model of what would be expected of an institutional
strengthening programume if it were indeed to equip limited number of centrally
placed institutions to facilitate the implementation of a broad strategy, such as
the NCS, that is designed to put Pakistan on the path to sustainable development.
Sipce one of the authors had already utilized such a mode! in evalvating,
reviewing and designing similar projects this same model was adapted for this
review,

In essence, the model is based on the conceptualization of a total environmental
management system in which all Pakistanis are regarded as "managers” of the
environment in varied ways. The challenge for a society is to organize a system
for "steering” the behaviour of all of these environmental managers operating in
the public, private and popular sectors of society. If this steering is to be '
successful.. certain central institutions have to have the capacity to perform
certain funictions. These can be grouped into three macro-functions. The




performance of these, in turn, is dependent upon a larger group of 11 functions
being performed effectively. These are represented graphically in Table 2.1.

The relevance of the PEP’s macro-design can then be assessed against this
normative checklist, as is done in Table 2.1. Tt suggests that the macro-design
is quite relevant. It is suggested that the PEP partners may find this checklist
useful in conducting the assessment of their needs relative to the sustainable
institutional capacities that they wish to put in place. In essence it makes clear
which functions are important and from this one can infer which capacities are

needed.

It is also suggested that this normative model can be used for reporting
programme-level progress, especially on breakthrough outcomes. Section 7.5
provides an illustration of how such reporting of these results might work.

The review of the micro-design involved assessing the detailed planning that

found its expression in the completed RBM matrices. (These matrices are
referred to throughout this report as the RBM matrices completed in June 1997.)
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290

THE RELEVANCE OF THE DESIGN TO THE ATTAINMENT OF THE
OBJECTIVES

In reviewing the relevance of the design of the PEP to the attainment of the

programme’s objectives we shall focus primarily on the broad, strategic

characteristics of the design (or what we shall call the macro-scale design). We - .
shall touch more briefly on some of the more detailed features of the design of -

the activities and instruments for strengthening the institutional units (the micro- -
scale design). A few of the shoricomings of the design are better discussed in .

other parts of the report in the context of issues that arise from those
shortcomings. ' ' :

In turning first to the macro-scale design, we are asking what is required of the |
design to enable the programme to realize its programme-level objectives. To . -
answer such a question in a systematic way requires that we develop a normative, - -

conceptual model of what constitutes the right direction and the challenge for the

programmc: Such a model was not part of the design of the PEP. Thus we have .-~

had to develop one. Part of this exercise of developing a normative conceptual
model involves looking at the programme’s objectives and the challenge for the
four PEP partners. -

‘The programme-level objéctives, or the goal and purpose of the PEP, are stated

in a variety of ways in different documents. In the Contribution Agreement they
are as follows: '

GOAL: ~ To improve Pakistan's capacity to achicve environmentally
sustainable forms of economic and social development.

PURPOSE: To enhance the performance of four key institutions in prov_iding

effective “leadership, technical support/analysis, coordination
services and catalyst input needed for the implementation of
Pakistan’s NCS.

The challenge for the PEP partners is the scale of the undertaking. As has been
made clear in the NCS document the scale of activity called for in implementing
the NCS is such that many institutions and, indeed, in various ways, all
Pakistanis will be involved. Thus the key contributions of the PEP can be seen
as that of strengthening four institutions that would be expected to have more of
a strategic role to play in facilitating the activities of these many other institutions

‘and, more generally, all Pakistanis. Indeed, three of the institutions owe their
origins to the NCS; only the IUCNP existed prior to the strategy’s formulation,

and it too was very young.

Before moving on to look at the strategically important functions that should be
performed by the four institutions as a group, it may be helpful to comment on
two terins or sets of terms that are central to the PEP.. These are:




. - capacity development; and,

. institutional strengthg.ni'ng. institution building, and institutional
development.

Two quotations from a recent CIDA publication "Guide for a Systems Approach
to Training"', each, in part, citing other documents, are seen as useful in
establishing, in broad terms, the perspective of the MR team on these processes.
We emphasize "in broad terms” because we do not see it as being productive to
be slavish about the use of these terms. To some extent other combinations of
words convey the same meaning. Indeed the Contribution Agreement and other
PEP contract documents contain several examples of this. We shall use these
terms interchangeably here. At times we shall qualify them ({e.g., by
underscoring the importance of sustainable institutional capacity). As the
comments below make clear, the terms tend to take on broader, more all-
‘encompassing meanings as the complexity of the processes involved become
better understood.

. Capacity Development

"Capacity development is the process by which institutions, groups and
individuals increase their ability to understand and deal with development
issues over time".? This term has recently emerged to acknowledge the
complexity of the vast number of inter-related activities required to
develop a strong functioning society and couniry.  Traditional
mechanisms used to bring about improved capacity, such as training, will
need to be delivered more effectively than in the past in terms of
contributing to institutional goals and improved local capacity. They will

“also need to be balanced with recipient led initiatives that foster the
development of more receptive environments and attitudes towards
changes and effective self-management.

. Institational Strengthening, Institution Building, Institutional Development

These terms have evolved over the years to define the various activities
undertaken to strengthen and develop existing institutions as well as to
create new institutions. Until recently, donors and development workers
assumed that 'in-house’ institutional change would be the catalyst for
achieving major developmental change in a country. That somewhat
natrow perspective is now broadening. As a result, none of these terms
appear to adequately describe the complex process required to bring about
. development and ‘self-reliance as it is understood currently. "The trend in
Institutional Development has gradually expanded from one focused on
internal management and increasing the "stock’ of institutional resources
to one stressing the capacity of institutions to manage change and respond
to their various constituencies. Institutions are now also seen as part of
wider systems at the sectoral or national levels whose influence must be
understood in dealing with Institutional Development issues.”
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Particularly relevant to the discussion of the strategically important functions that -
the four PEP partners will have to perform as a group is the emphasis, in the
second quotation, on institutions having the capacity to manage change and being " -
seen as part of a wider system at the sectoral or national levels whose influence
(and, we would emphasize here, behaviour) must be understood. :

it is suggested here that the key wider systern of which the PEP partners are a .
part is one that could be expressed, in conceptual terms, as being the total .
environmental management system (TEMS). Further, the success or otherwise .
with which the behaviour of those players that constitute the system is influenced
will be the key to successful environmental management.

Identifying the right functions and capacities to exercise that influence calls for -
a strategic framework that the key institutions can use to guide the development -
of the TEMS. This strategic framework becomes apparent through the -
elaboration of the concept of the TEMS. The concept of the TEMS has been -
developed and well tested, in a number of countries, by one of the authors of this
report’. It has proven useful for assessing a country’s progress in enhancing its
management of the environment. Similarly, it is valuable in assessing the -
rationale for, and design of, a programme, such as the PEP, that purports to be
contributing to the enhancement of a country’s environmental management. The -
concept should be seen as embracing: (a) all of the major groups of players *
whose behaviour has a bearing on the environmental condition and the:~
environmental sustainability of a society’s development; and, (b) the linkages -
between those players. In essence, the concept can be extended to embrace all -
-Pakistanis. The TEMS becomes a stronger system to the extent that it leads to
a coherence and a rationale in the behaviour of the players towards the
environment. It becomes a more effective system for promoting sustainability to
the extent that it exhibits values of conservation. This requires an element of
enlightened steering. This steering is dependent on the ability of the GOP and
closely-related bodies, as are found in the IUCNP and the SDP, to perform three
macro-functions effectively. : :

The three macro-functions are those of:

A) ensuring that the public, private and popular sectors assume
responsibiiities for implementing sustainable development; v
'B)’ ensuring that the public, private and popular sectors have the ability to-
‘live up to their responsibilities; and, -

C)  ensuring that the public, private and popular sectors do indeed live up o
their responsibilities. '

Note the clear distinction between the assumption of responsibility, the ability to
live up+to an assumed responsibility and the actual fact of having fived up to that
responsibility. This distinction further underscores the importance placed on
understanding and appreciating human behaviour. Jtis not enough to assume that
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if government agencies, corporations or individuals are given certain

- responsibilities that they will be able to, or indeed that they will, live up to them.
The first macro-function has to rely heavily on regulatory instruments. The
second can rely more on the economic instruments, while the third is more
dependent on procedural instruments.

Thus, conceptually, the implementation of the NCS and, more broadly, the move
towards environmentally sustainable societal development in Pakistan, calls for
bringing about major changes in the behaviour of players in the public, private
and popular sectors of society. :

This suggests that, as a programme, the PEP’s efforts at enhancing institutional
capacity should be contributing to the enhanced performance of these macro-
functions by the PEP partners and closely-related bodies. These contributions
may be direct or indirect. Some may come from other than governmental bodies
and NGOs (e.g. the universities have a role in mobilizing human resources).

The essential elements of this strategic framework are given in Table 2.1. The
table provides us with a matrix. On the horizontal axis are the three sectors of
society - the public, private and popular. (Within the "popular” sector we
include not-for-profit bodies and institutions such as the universities, even though
‘the latter are largely funded by the public sector) In that every Pakistani is
making choices about his/her relations with the natural environment and
resources, and is thus a "manager" of the environment, these are three sectors of
the TEMS. On the vertical axis are the three macro-functions that, if performed
effectively, should lead to appropriate modifications in the choices made by, and
thus the behaviour of, the targeted Pakistanis. Also shown on the vertical axis
are the means used to carry out the macro-functions.

It is within such a normative, conceptual framework that we can then Jocate the
potential contributions of the PEP to the enhanced performance,'by the PEP
pariners, of the macro-functions involved in steering the TEMS. The fact that
a PEP activity is referred to in Table 2.1 does not mean that a contribution has
actually been planned for, in this way, by the PEP. _And. since the PEP cannot
expect to respond to every need implicit in the framework, one should not expect
to find the PEP making such contributions to all parts of the framework.

However, what the matrix reveals is potentially reasonably good coverage, by the
activities, of the capacities required to perform the functions identified. A more
thorough analysis of not only the PEP’s activities but also those of other donor
and domestically supported activities would reveal where any possible serious
shortcomings exist. This could be a useful exercise to conduct within the context
of the upcoming review of progress on the implementation of the NCS.

In broad terms. therefore, one can say that the design is.certainly relevant to the
attainment of the objectives of the PEP. '




Table 2.1 Matrix for Identifying the Potential Contributions of the PEP’s Activities to the
Enhanced Performance of the Macro-functions Involved in the Steering of the Total

Environmentat Management System (TEMS).

SECTORS OF TEMS AND THE PEP’s ACIIVITIES POTENTIALLY

[MACRO-FUNCIION|  SUPPORIIVE |
performed by PEP FUNCTIONS, AND CONTRIBUTING TO CHANGES IN THEIR BEHAVIOUR
partners and closely | INSTRUMENTS AND e
related bodies MECHANISMS PUBLIC FRIVATE POPULAR
UTILIZED
A} Ensunng thatthe 1) dev't and use of - NCSU #1. 82 “NCSU #2 » NCSU #2
public, private and systems for policy, = ES#] +ES #1 «ES #1
popular sectors strategic planning = SDFPL #5 « SDP1 #6 = SDPL A6
nssume and corparate « TUCNP/SSY » JUCNF/SSU/BLUY » JUCNP/PLY/SSU
responsibility for planning ' '
implementing
sustainable
development 2) dev't and use of » SDP #6 * SDPI #6 = SDPI #6
legislative framework (= JUCNF/BLU * JUCNP/BLY * JUCNP/BLU
3 dev'tand use of « NCSU #3, #5, #6 = NSCU #3, £5, #6 s NCSU #3, #5, #6
envirpnmental - = NC
education, awareness,|* SDFI#2. #3 * SDPI #2, #3 « SDPL#2. #3
) participation = [LICNP NGO/CSU/BLUY {« IUCNP/BLUEULU « JUCNF/BLU/EUICU
programmes * EUFCU o
_|{[B) Ensuringihat the  {4) mobilization of » NCSU #3 * NC5SU #3 + NCSU#3
" public, private and human resources » JUCNPINGO/CSU/EU |+ TUCNP/NGO/CSUEY  {« IUCNPINGO/CSU/EU
popular seclors are
able to liveup to  |3) mobilization of « NCSU #3 » NC5U #3 = NCSU #3
their responsibilities information and * SDPI #4 = SDFI #4 = SDPf#4
advisory services + ES #5 =ES#5 +ES #5
s FUCNP/CU * JUCNF/CU * IUCNP/CLL
6} mobilizaiion of IUCNP/NGO/CSU
‘appropriate .
technologics
7) mobilization of «ES#1 =ES #1 =ES #!
financial resources - IUCNP/NGOACSU
8) development and use |« [UCNP/BLY « [UCNF/BLU * JUCNF/BLU
™ of economic
insteuments
9} development & vse |* ES #2. #4 =ES #2 « ES #2
of envir. planning
instruments
C} Ensuring that the  |[10) development and use |+ NCSU #4, #7 * NCSU #4, #7 « NC5U #4, #7
public, private and of manitoring and ' .
popular sectors evaluation systems
actually live up to
their responsibilities
1) development and use |« SDPI #5 = SDPI #5 + SDPI 45
of compliance and [+ JUCNP/BLU o JUCNF/BLU « IUCNP/BLU
. enforcement sysiems [+ ES #4

Numbers (e.g.. SDPI #6) refer to numbered sought-after capaciites identified in Section 7.
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If the PEP is successful in strengthening the capacities implicit in the second
column ("Supportive Functions, and Instruments and Mechanisms Utilized") then
it will be contributing to the enhanced performance of the macro-functions listed
in the first column. It is relative to the performance of these three macro-
Funetions that the PEP’s management should be seeking what the Project Team
Leader (PTL) has been referring to as "breakthrough outcomes”. These are the
outcomes that make a real difference.

Thus it is against these three macro-functions and in terms of these potential
breakthrough outcomes that a very brief programme-level reporting could be
conducted in 2 way that should satisfy the PTL's requirements for his annual

reporting on the PEP. We illustrate how such a reporting of results at the

programme-level might work in Section 7.5.

Each of the 11 capacites implied in column 2 represeats a potential
breakthrough. If one can put in place, say, all three capacities relative to macro-
function 'A’, then one should have achieved a higher order breakthrough. The
catch, of course, and this is why institutional strengthening projects require such
complex and encrmous effort, is that the attainment of a breakthrough on, say,
macro-function ’ A’, while very important, will only realize its maximum potential
when accompanied by breakthroughs on the other two macro-functions.

Before leaving the macro-design, it is worth noting two other benefits that

strategic framework based on a conceptual model of the TEMS brings to the
PEP.

The first is the scope for retaining a focus on the big picture and what is
strategically important for the larger system. The TOR for the MTR requests the
team to initiate a focus on the "big picture” — a concept introduced by the
TUCNP’s Country Representative and elaborated upon by the CPO’s Performance
Measurement Adviser (PMA) in an appendix to the CPO’s ‘Second Mission
Report of November 1996. The concept of the TEMS and the strategic
framework offered here are seen as a way of linking PEP’s contribution to that
bigger picture. The TEMS framework gives coherence to the FEP as a
programme and it helps to maintain a sense of priorities both for the PEP and,
because of the PEP’s strategic importance, for the implementation of the NCS as
a whole. The GOP representatives admitted at the donors’ ¢consortiurn meeting
in Paris in 1997 that the GOP was conscious that it did not have ¢lear priorities
for the environment and that, as a result, the implementation of the NC§ was
behind schedule. This suggests that one function (and thus capacity) that requires
immediate attention is that of strategic planning and a commitment to act on the
strategic plans. :

Giving greater coherence to the PEP would help to ensure that its rationale and
its mode of operation are easier to understand and, by virtue of this, its priorities
and the value of its contributions become more obvious. The TUCNP’s Country
Representative has rightly been calling for this greater coherence.
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We recommend that attention be given to presenting the PEP in a more
coherent manner. :

The second benefit that derives from such a strategic framework is closely related
-to but distinct from the first. This is the scope for retaining a focus on capacity
development. As already noted in Section 1.2.2 this focns tends to get Jost sight
of because of the way in which the sought-after capacities and the activities to
be undertaken to realize these outcomes are presented (or are not) in the RBM
matrices. The proposed “statements of assumed outcome of activity” or
something comparable may help to regain this focus.

We recommend that the PEP’s management either adopt these "statements
of assumed outcome of activity” or come up with similar ones reflecting
similar characteristics.

The characteristics are discussed in Section 1.2.2.

These statements help to emphasize that enhanced and sustainable capacities, as
well as the prodﬁcts that arise from these enhanced capacities, are outcomes of
the institutional strengthening activities. Although the Contribution Agreement
was clear on the types of functions that the {our institutions would be expected
to perform (and that should be the focus for strengthening), somewhere along the
line in the more detailed design attention to the capacities, and especially to
sustainable capacities, was down played.

This brings us to the_micro_scale design, that is, the detailed design of the
activities and the instruments used in order to strengthen the four institutions.
Much of this more detailed design was left to the Executing Agency and the PEP
partners to camry out.

~“There appear to be two closely-related problems here:

. the lack of attention to the concept of outcomes as a corcept that, as
‘stated above, embraces both the sustainable capacities as well as the
products of these capacities; and,

*  the content of the completed RBM matrices.

We have noted the observations in several reports of the CPQO's Performance
Measuremnent Adviser aimed at encouraging the PEP partners to improve the text
in the RBM matrices.” We recognize the difficult position he is in contractually.
In hindsight, although he had to be encouraging to the PEP partners on their
progress in wrestling with the challenges of how to both think about and present
what they are or plan to do, there seems to be something missing.

For exampte, perhaps there should have been more discussion on what is meant
by outcomes for a project aimed at strengthening institutional capacities.




The aim, in choosing to talk about outcomes, is to convey that there may be
more than one way of achieving that which is being sought by way of an
enhanced capacity. 'One has to be able to word the statement of assumed
outcome of activity in a general way. If one focuses on an example of how the
outcome could be achieved, then one is locked into that approach. Thus, if one
calls for the capacity to develop, say, public awareness programmes in-house (as
the NCS Unit has been doing), then one is looking at a major commitment of
talent that may not be utilizable in an efficient way. If one calls instead for the
capacity to produce or acquire ... then one leaves open the option of contracting
out and one is looking at the development of a different set of skills in house.
One is also looking at a more efficient and sustainable approach. Thus, this
improvement in the detailed design of one’s intent would also render the macro-
scale design more relevant. :

The completion of the text in the RBM mafrices was an.important design
exercise in that it was intended to give detailed guidance on what has to be
achieved and how the work is to be carried out. The variations in approach to
completing the RBM matrices reflect varying understandings of the concepts of
impacts, outcomes and outputs. They are extremely difficult to read in some
instances and, because of the inconsistency, do not always make sense to the
outside reader. This confusion quite possibly stems in part from the fact that the
PEP partners were asked to complete the text for the matrices well after the more
" detailed plans for the activities had been articulated. This difficulty in retrofitting
has been openly acknowledged by all concerned. It appears that, in several
instances, the completion of the text started with the activities column, probably
for the very understandable reason that since everyone was already engaged in
activities this was the easiest column to complete. The needs analyses of each
institution, called for in the Contribution Agreement, had apparently not been
done, or not in sufficient detail, to provide a clear sense of the outcomes sought.
If the matrices had been completed as part of the exercise of planning the PEP,
then it is likely that the completion of the matrices would have started with the |
impact (on Pakistan’s development) column and worked backwards.

What may be helpful, if CIDA is to continue. to use RBM matrices for
institutional strengthening projects, is to consider having the format of the matrix
reversed. This would place the emphasis on the impact sought. It may also help
to underscore the point made above, on cutcomes, that in talking about outcomes
one is attempting to encourage thinking about alternative ways of achieving what
‘is being sought. While this openness to alternatives may be in the minds of those
planning a programme, it tends to get lost once one has already settled on one

option.

One assumption bearing on the design was that the GOP would move towards
making the two GOP units reguiar (i.e., permanent) units.® If this were to
happen, there may be more attention given to putting sustainable capacities in

place,

*




Our understanding is that the ES as an instinitional structure (but not its staff) is
now regularized. The NCS unit is not yet regularized as a structure nor is its
staff.

In conclusion on the design, what we found is somcwhat paradomcal On a
positive note: :

. the PEP is focusing on four institutions that are very relevant to
facilitating the . implementation of the NCS and, more generally, to
moving Pakistan towards environmentally sustainable societal
development; -

» the emphasis on enhancing the immediate term capacity of the institutions
(by "buying" qualified professional staff) is enabling these institutions to
make a contribution to realizing the PEP’s objectives.

However, the shortcomings appear to be:
e the inattention to putting the systems in place that will help to ensure

sustainable capacity to continue with these types of activities after
CIDA’s funding ceases; and,

e where this work is being done, there appears to be inadequate reporting

on it precisely because it is not, in all cases, emphasized in the statements
of outcomes sought.

. ™
L Recommendalions

1. Consider utilizing a tool such as the TEMS matrix when conducting
the review of the NCS’ implementation to assess whether the right
institutions are involved and whether they have the right functions
assigned to them. This will help to throw further light on the
relevance of the design of the PEP to the achievement of its
objectives.

2. Revise the RBM matrices or replace them with statements of
assumed ontcome of activity, along the lines of the “statements of
assumed outcome of activity” devised for this MTR, in order to
underscore the attention needed to putting in place sustainable
capacity as well as immediate capacity and the products of that
immediate capacity.

3 The GOP should move to folly regularize the ES and the NCS Unit
as soon as possible, by allocating the resources to implement the PC-
1s that we understand have been submitted in this regard.

4. Give attention to presenting (or "packaging'’) the PEP in a more
coherent. manner.







3.0

THE TUCNP AS EXECUTING AGENCY

This section is designed to provide an overview of the considerations bearing on
the TUCNP’s role and performance as the Executing Agency. Since this role and
performance are discussed in various contexts throughout the repori, reference
will be made to those sections, where sufficient elaboration is provided, rather
than reiterating our observations here.

Of particular interest, in this regard, should be: Section 9 in which we discuss,

. inter alia, the management role of the IUCNP; Section 8 in which the efficiency

of the IUCNP as Executing Agency is commented upon; and, Section 7 where
the discussion of the achievements, weaknesses and constraints pertaining to the
enhancement of the capacities of each of the nine units is necessarily also a
commentary on the performance of the Executing Agency.

The designation of the TUCNP as the Executing Agency for a programme that
involved GOP units as recipient bodies was recognized as experimental at the
time. The YUCNP is a hybrid — a cross between a NGO and an.
intergovernmental body in that it does have some members that are governmental
agencies. This hybrid character, plus the experience and values that that implies,
probably helped to convince CIDA to take the risk in contracting the role of

- executing agency to the IJUCNP.

However, it is important to recogpize that in its role as a NGO, its non-
governmental members in particular expect it to fulfil an advocacy role —
questioning governments and taking on causes. As the Executing Agency for the
PEP it is obviously expected to maintain good working relations with the GOP
units. In essence, such relations depend on the GOP being able to trust the
TUCNP when sharing confidential information with it. This places those at the
TUCNP who are involved in the management of the executing agency functions
in a delicate position that calls for considerable tact and diplomacy.

It is important to recognize that when the IUCNP was contracted to undertake the
PEP it was 2 far smaller organization than it is today. In the early *90s [IUCNP
had a staff of 35 operating out of three offices, managing four or five small
projects, with 90% of its funding for programmes coming from CIDA. Today,
it is a very different organization, with 180 staff operating out of five offices,
managing over 20 large or small projects and a very broad funding base.

Particularly notable is that in the early '90s the IUCNP was very weak in terms
of its financial management. A management review in 1993 and a following
review in '94-'95 identified weaknesses in a number of management areas. They
are being addressed. but relatively slowly in some important areas. This
weakness in the TUCNP's management was noted in the PAM for the PEP in
October 1993. This weakness accounted, in part, for CIDA’s hesitancy in
entrusting the [UCNP with the role of executing agency (although, as noted in
Section 1. there were other factors bearing on this hesitancy at that time). '




However, somewhat offsetting these quite understandable concerns about a
young, rapidly-expanding NGO being able to manage the PEP was an operating
environment that, when the PEP was being planned, was becoming more
favourable for NGOs. The GOP, in particular, was becoming more positive
towards NGOs. Ian Smillie, the CPQ’s PMA, saw three factors accounting for
the change in position on the part of the GOP:

+ - the shift to an elected government;

. the recognition that governments cannot be expected to handle all aspects
of development; and,

. the poor economic outlook for Pakistan.'

Thus, contrary to what is often being said about the GOP’s concerns that the
TUCNP should be assigned the role of Executing Agency, it may well have been
that this notion was not 50 unacceptable to the GOP. Certainly, today, the GOP
seems to recognize the contributions of both the TUCNP and the SDPI as partners
_in the PEP, and appears to be reasonably comfortable with the IUCNP serving

as Executing Agency.

Although CIDA may have had its justifiable concerns in the early *90s, the donor
community generally was very enthusiastic about supporting the NGO
community. CIDA, being conscious of this competition for good projects among
donors and anxious to retain the policy dialogue opportunities in the
environmental field that it had established with its high level support through the
NCS project, was doubtless very interested in retaining its links with the JUCNP,
since the latter was expected to be a major player in the follow up to the
formulation of the NCS. This probably explained CIDA’s willingness to provide
bridging money in 1992 and 1993 while it was deciding on whether or not jt
would support the PEP. '

In short, the early '90s was a time when there was a lot of good will being
shown towards NGOs and when a lot of donor money was becoming available.

Despite this good will, however, the expectations of the donpors have varied.
Some (such as the Dutch) have been quite demanding, expecting the NGOs to
perform as executing agencies to the same standards that the donors would expect
" of an expatriate consulting firm. Others (such as the European Commission)
have recognized that the development of a NGO’'s capacities to serve as an
executing agency need to be developed, but that this will take time and
considerable understanding on the part of the donor.

The TUCNP was not short of advice on how to prepare itself for what would be
by far its largest undertaking in implementing the PEP. Smillie, in his June 1992
report, commissioned by the IUCNP and financed by CIDA, had proposed that
the JUCNP consider four options relative to positioning itself and modifying its
structure and operations in order to play a useful role in implementing the NCS.
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The IUCNP would appear to have taken the most complex and ambitious of these.
options. It appears to have paid off in that the TUCNP now has a lot of the
building blocks in place for it to act as an executing agency. The IUCNP is still
lacking experience in this role, but it is learning fast.

Regrettably,but not surprisingly, in 1994 it had a lot less experience than it has
today. Once the project started, the problems started. As is noted in Section 8,
the JTUCNP was struggling in its role as the Executing Agency. The general
advice, perhaps not specific enough, that was given in the second management
review of the TUCNP, in 1994-'95, by Peter Morgan, et. al., and financed by

CIDA?, was seemingly not acted upon with sufficient alacrity or enthusiasm.

As we note in Section 8 and in Section 9, the period prier to the CPO coming
on the scene was quite distinct from that which followed. The first significant
factor to recognize here is that the inability of the CPO to be involved at the
outset meant that the JUCNP and the PEP partners developed their own modus
operandi. Thig made it harder for the CPO to deveiop its role when it did finally
have its contract signed in May 1996. The main point here, however, is that the
TUCNP was not able to avail itself of the assistance that CIDA had expected to

provide, much earlier-than May 1996.

There was also a major delay in recruiting the first Project Coordinator. After

" he did take up office in July 1995, it soon became apparent that he was lacking -
" in the requisite experience. This situation was not rectified as soon as it should

have been, although that is easier to say in hindsight.

The first two and a half years were therefore characterized by a very "hands-off”
attitude towards the performance of the Executing Agency’s role in assisting the
PEP partners in strengthening their institutions (see Section 9). :

Particularly important in this period was the inattention to the fundamental
requirement (emphasized in the Contribution Agreement) for an analysis of the
needs of the four institutions relative to the building of sustainable institutional
capacity. The consequence was a poorly planned programme and an unclear set -
of expected results. The difficult situation facing the Executing Agency was
seemingly compounded rather than eased by CIDA introducing the PITS concept
to the PEP partners, in May 1995, before they had had a chance to come to grips
with the RBM approach to the management of the PEP. Thus, by the time the
CPO’s PMA arrived in mid-1996 to discuss RBM, there was considerable -
confusion on the part of the PEP partners as to what was expected of them. ~

The PMA was in a very difficuit position as a new player on the scene. He was
expected to bring clarity to a situation which had arisen in part because of
CIDA’s desire to get the PITS launched. At the time, CIDA was also far from
clear as to how the RBM approach should be applied to programmes focusing on
building sustainable institutional capacity. And, to complicate matters, the PMA
could not dictate how long he should remain in the field or indeed whether he
should be invited to return.




Unfortunately, although the PMA does seem to have helped the Executing
Agency and the PEP partners to improve the structuring of the programme and
the quality of the reporting, there was still very littie attention being given
(especially in the text in the RBM matrices) to actually building sustainable
institutional capacity. As is very clear from Section 7, while a good number of
components of this capacity are being put into place, they do not appear to be the
product of a clearly thought out plan to produce them,

The IUCNP as Executing Agency still appears to need help in praducing such a
plan. This needs to be an overall plan for the PEP, that identiiies the
contributions that the four institutions are making and can make to the improved
functioning of the TEMS in support of the implementation of the NCS (as
discussed in Section 2). It also needs to be a plan that gives really clear
guidance to each PEP partner on exactly what has to be done, how, and why, as
it relates to the enhancement of each capacity identified as being of significance.

The implications of this lack of a clear plan have been three-fold:

. The lack of clarity over the PEP has meant that it is hard to understand
and thus lacks sympathetic supporters in the donor community and in the
GOP.

» "The lack of clear reporting that is understandably extremely frustrating
for CIDA.

« - The difficulty in correcting mistakes and using limited resources,

especially those available through the CPO, to best effect.

Each of these features of the PEP has made the task of the Executing Agency
more difficult. As we have attempted to show here, this situation is only partly .
of its own making. In light of these various factors that have come to bear on
the Executing Agency’s performance, it is clear that it requires further assistance.
1t is for CIDA to ensure, as indicated in the Accountability Matrix in the
Contribution Agreement, that the [IUCNP is equipped to perform its role as
Executing Agency. it is for the [UCNP to recognize that it requires assistance.
And it is for the CPO to ensure that it receives the right assistance.

This will require much more face-to-face collaboration between the four sets of
players — the PEP partners, the Executing Agency, the CPO, and CIDA — than
has been the case heretofore. '

These meetings and the ongoing collaboration between the four sets of players
must give due recognition to a number of constraints that pose challenges for the
PEP and for the Executing Agency in particular. Among these constraints are the
following:




* The complexity of the programme, especially given the different
~ functions and motivations of the four PEP partners, and the implications
that this has for clear communication.

. The time that it takes to change mindsets.

. The difficulty in getting all players to be as objective as possible.

. The fact that the PEP is only one of several activities for each of the
players.

’ The low profile and lack of clout and credibility of the NCS Unit which,
arguably, should be the central player in the PEP, and the resultant
difficulty-that the Unit has in persuading other GOP and provincial bodies
to be more active in implementing the NCS.

These constraints, and some of the others identified throughout this report, will
not necessarily be ameliorated. However, acknowledging them should help to
improve the management of the PEP by the Executing Agency and the PEP
partners. '

“In addition, and on a more positive note, the Executing Agency has to be more
strategic and pro-active in its direction of PEP. There are a number of
opportunities that appear to have been missed and that if acted upon would have
_helped to open up opportunities for the two GOP units, in particular, to be more
effective. For example, the Ministry of Health's Environmental Officer has been
very open to cooperation from the PEP. Invitations for collaboration have not
been followed up. Similarly, it would appear that the PEP did not take anything
- like full advantage of the recent review of education policy to advance the cause
of environmental education. There are others that also came to our attention.

It may well be that, with more frequent meetings of the four sets of players
called for above, these types of opportunities can be mentioned. One or other of
the PEP partners could then be assigned to work with the Executing Agency in
ensuring that the opportunity for multipliers is explored. This should be a central
feature of a strategy for facilitating others to actually implement the NCS..

Beyond the broader functions of the Executing Agency that fall to the PEP’s
‘Manager to manage, there are a limited number of responsibilities for specific
programme activities that have also been assigned to his offices. The Regional
Programme is one such activity. This was taken over from the IUCNP’s
" Programime Directorate when the Project Manager took up office. It is very
small. There has been some activity but little that is remarkable.

Far more significant is the incorporation of gender considerations into the PEP.

L4

The current Project Manager is regarded by those with a particular interest in
promoting gender considerations as being very supportive of this objective. In
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this important respect, the PEP appears to be in good hands. In general terms,

our assessment is that while good progress is being made with the two NGOQs,

there are difficulties confronting the two GOP units — some of which are easier

than others to overcome. However, the PEP is now positioned, with a clear

" strategy and the availability of additional external assistance from CIDA’s PSU,
to make further substantial advances. : '

Given the significance of the gender issue for the PEP, we believe it warrants

some further elaboration.
Y

The Contribution Agreement indicates that attention should be given to:
s the staffing of the four PEP partner institutions;

. the introduction of a gender focus (or, perhaps more appropriately, a
gender perspective) into the programme work of the PEP; and

. the inclusion in the PEP of broader issues regardmg women and the
environment.

The Contribution Agreement specified that the Inception Report should
incorporate a plan for addressing gender issues. This was done in the form of
an initial strategy in an appendix and a very clear and open summary in the body
of the Inception Report. That strategy has continued to evolve, primarily through
the efforts of its original author, a staff member of the SDPI, and, more reccntly.
of the Gender Programme Manager at CIDA’s PSU.

The CPO’s contract calls for the CPO to assist the PEP partoers in various ways,
but the CPO is only able to act when called on to do so by the Executing
Agency. The CPQ’s gender adviser was dropped from its team as a result of a
joint decision by the CPO, CIDA and the Executing Agency, on the grounds that
sufficient competence exists in Pakistan. The MTR team’s impression is that this
is indeed so and that this is the most appropriate approach to this culturally
sensitive issue.

The situation at the start of the PEP, with respect to gender issues, is described
very succinctly in the Inception Report. In brief, the staffing situation was as one
would expect. The IUCNP had over 50% of its staff positions filled by women,
including those at the most senior levels. The SDPI had a large percentage of
positions occupied by women. The NCS unit had three women out of 30 on
staff; and the ES had two out of 11 positions so filled. The NGOs had a very
open and supportive work environment for women, although there were some
problems with salary differentials and "macho” attitudes in the SDPI at the time
that have since been addressed. The GOP's policy was to reserve five percent
of its positions for women. As the Inception Report notes, the Pakistani cultural
setting and the attendant low literacy rates and family constraints create barriers
to any rapid advahcement in the public sector.




Progress on staffing and programme content has been documented accurately in
the analytical volume of the Report of the Internal MTR and will not be
reiterated here. However, we can offer some overview comments.

Progress on the staffing situation since the start of PEP has been mixed. As

requested in the Contribution Agreement, PEP funding has been used to hire
some women in the GOP units. The NCS Unit now has a female
communications officer and the ES now has a female computer operator.
However, it appears that the ES has only one woman on staff as compared with
the two in 1994, Since PEP funds used by the two NGOs are not identified with
specific individuals, it is not possible to say to what degree the funds have been
used to change the staffing mix. As it happens, it appears. that the two staffs still
reflect a healthy gender balance.

There is progress with respect to the work setting, but again mainly by the two
NGOs — where there were several visible signs of effort being made to create
an egalitarian working environment. Both IUCNP and SDPI have a formal
procedure in place for dealing with sexual harrassment; all four institutions have
agreed to hold joint meetings on gender issues.

With respect to the incorporation of gender considerations into the work
programine, there is not a lot to report. 'Where progress has been remarkable we
have noted it in Section 7. For example the JTUCNP’s NGO/CSU has
incorporated the promotion of a gender perspective into its RBM matrix, and the
_ Business and Law Unit has done notable work. The Communications Unit tries
to emsure that as many female journalists and editors as possible attend its
workshops. THE SDPI has a major gender research programme. The ES has
nothing direct to report, although there are to be chapters on “education and
women” and "women in development” in the 9% Plan. The NCS Unit has
nothing direct to report. The ITUCNP as Executing Agency has provided its
support to the GOP units in trying to make staff recruitment procedures gender
sensitive. :

In sum, the challenge of the Executing Agency is to ensure that all four
institutions, but especially the two GOP units, do more to incorporate gender
considerations into their work programme. The most recent version of the
Gender Strategy was approved in February 1998. The budget for activitics
identified in the strategy has been approved by CIDA and $26,000 has been made
available in support of these activitics. We understand that the Gender
Programme Manager on staff at CIDA’s PSU is to be made available to assist the
Executing Agency in implementing this strategy and that additional consulting
time is to be covered by these funds. The MTR team believes that the CIDA
PSU Gender Programme Manager should be encouraged to be pro-active and,
through the PEP’s Project Manager. sits down with the staff of the GOP units to
discuss specific ways in which gender considerations can be incorporated into the
various instruments, procedures and systems that they employ in their everyday
work. Such an approach in our view, should yield some practical results in fairly
short order.




We understand that the Project Manager had been reguesting, in addition to an -

Assistant Manager, a full time Gender Assistant. We are not sure that this is
necessary at this stage, although we are operating with incompiete information
on just what funds and staff are now available throughout the PEP. OQOur
suggestion is that it may be best to see how the implementation of the Gender
Strategy progresses with the additional assistance that its funding already brings
to bear on the issues of concern.

Recommendations

1.

In recognition of the fact that it is the donor cormmunity’s interest to develop
the capacities of NGOs to serve as executing agencies and recognizing
CIDA’s responsibility, as identified in the Accountability Matrix in the
Contribution Agreement, for ensuring the 'the IUCNP has the
developmental, technical, financial, administrative and managerial capacity
to run the PEP", CIDA should take appropriate action to ensure that,
relative to this need, the IUCNP is offered, accepts and acts upon
appropriate advice provided through the CPO. :

The IUCNP should recognize that it could benefit from ouiside assistance in
enhancing its capacity to manage the PEP. Specifically, it should be
requesting assistance on, inter alia:

»  the organization and implementation of an analysis of the needs of
the four PEP partners relative to the building of sustainable
institutional capacity to perform the functions that are relevant to the
realization of the PEP’s objectives; and,

« . the development and implementation of a plan for enhancing the
capacities identified as needed.

CIDA should insist on more frequent face-to-face meetings of the PEP
partners, the CPO, the Executing Agency and CIDA in Islamabad and
consider delegating more authority to the CHC, Islamabad, if that were
deemed to facilitate CIDA’s ability to monitor and contribute to improved
management and operation of the PEP.

The Gender Programmé Manager at CIDA’s PSU should be encouraged by
CIDA and the Executing Agency to be more pro-active in working with the
PEP partners to introduce practical changes to their programme operations.
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4.1

THE CANADIAN PARTNER ORGANIZATION

Overview

This section is designed to provide an overview of the considerations bearing on
the CPO’s role and performance. It is followed by sections on each of the CPO’s
significant areas of responsibilities. Since the CPO’s role and performance are
discussed in various contexts throughout the report, reference will be made to
those sections, where sufficient elaboration is provided, rather than reiterating our
observations here. Of particular interest, in this regard, should be: Section 9 in
which we discuss, inter alia, the management accountabilities of the CPO; and
Section 8 in which the efficiency of the CPO is commented upon. '

Along with the PEP partners and the Executing Agency, the CPO should be

regarded as an important player in the PEP. Although the CPO acts in support
of the Executing Agency, it is throngh the CPO that the PEP partwers and the

- Executing Agency have access to $4.2 million of additional assistance. This
constitutes roughly 28% of the PEP’s total resources.

Regreitably, the CPO’s contribution to the PEP, overall, has been fraught with
difficuities; although relatively little of this appears to have been of the CPO’s

-making.

“A .number of the factors that have contributed to those difficulties have been

discussed in the context of management accountabilities in Section 9 where we
have recommended, inter alia, the need for attention to:

. arriving at a contractual resolution to the implications, of the CPO’s
inability to control the way in which a large portion of the funds in its
budget are spent, for the CPO’s fiduciary responsibilities and its
responsibility for quality control over services that it makes available;

. establishing clear guidelines on the interaction between the CPO and the
Executing Agency and the PEP partners; and,

. improving information flow between the CPO and the PEP partners and
the Executing Agency.

Additionally, several factors discussed in the context of Section 8, on the PEP’s
efficiency, have contributed to the CPO’s difficulties. Of particular significance

- are:
. the inability of the CPO to be involved from the commencement of the
FPEP; '
. the Jack of clarity over the expected results at the time the CPO

commenced work; and,




the varying absorptive capacity of the Pakistani institutions.

Before entering into an analysis of each of the CPO’s main areas of activity, we
should add to the above two lists of points by commenting briefly on four
misleading assumptions that were implicit in the programme's design and three
principles that need to be borne in mind in future operations.

The four misleading assumptions in the design that have had a bearing on the
CPO’s role and performance are as follows:

L

The first assumption is that the Pakistanis would welcome the
contributions from Canada to be provided through the CPO, and regard
the CPO as an equal partner. It seems clear that the Pakistanis would far

- prefer to utilize their own networks to identify whom they might call

upon for assistance. This is understandable and some of their suggestions
have been accommodated. However, the MTR team is not convinced that
some of the suggestions put forward by the Pakistanis are the most
appropriate for the proposed tasks. More importantly, there is a need for
accountability in the use of these funds.

Although the CPQO's contract with CIDA indicates that the CPO’'s
approach to the partnership should recognize, inter alia, that the
Pakistanis know best when it comes to interpreting their support needs,

 there is also a clear recognition that it is the role of the CPO "to assist

the TUCNP to help participants to identify their own needs, to define the
analysis that needs to be done and to identify the action that needs to be
taken".!

Since the CPO is at the call of the Executing Agency, it is up to the
Executing Agency and the PEP partners to recognize that the CPO’s
contributions could be valuable refative to any one need that they are
trying to meet. Obviously, the more frequent the opportunities for
dialogue with the CPO’s representatives, the more likely it will be that

the potential value of the CPO’s contributions will be recognized. These

opportunities have been insufficient.

Closely related to this assumption, is a second one. It was assumed, as

is indicated in the CPO’s contract with CIDA, that there would be joint
- workplanning between the CPO and the PEP partners.” Again, the PEP

partners have not involved the CPO’s staff and consultant team members
in an adequate manner in this regard. Indeed, one of the shortcomings
of the PEP has been the lack of serous workplanning. We understand
that there is to be more joint workplanning among PEP partners from
now on. This should include CPO representatives.

A third assumption, again closely related to the above two, is that the

CPO would be able to be more pro-active over time. It was recognized
in the contract between the CPO and CIDA that this may depend on a
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solid foundation of trust developing between the CPO and the PEP
partners and Executing’ Agency.’ This trust has not developed. "Again,
this is partly due to the inability of the CPO’s Manager, in particular, to
be on the scene and available for talking issues through with the
Pakistanis.

4. A fourth assumption was that work on a number of fronts was more '

advanced than it actually was when the CPO signed its contract in May
1996. Two important examples suffice. The work on annual needs
assessments, by the PEP partners, does not appear to have been done in
any systematic manner prior to the arrival of the CPO. The impression
conveyed by the CPQ’s contract is that this was following an organized
approach.® Secondly, the indication in the CPO’s contract that CIDA had
already made good progress in developing the PITS was, in hindsight,
proven to be far from accurate.’

Each of these four assumptions has turned out to be misleading, and has had its
effects on the CPO’s overall performance.

In hindsight, clearly things should have been different. It is possibie to identify
three fundamental principles of procedure that should have been given more
attention in the design stage and observed throughout. They are as follows.

I. More thought needs to be given to each stage and step in the process of -
implementing the PEP. ' '

2. Communications between the CPO and the Executing Agency and PEP
partners needs to be greatly improved and based more on face-to-face
meetings that are frequent and that invoive the CPO in more planning and
everyday implementation work (as opposed to being focused primarily on
PAC-level issues).

3. More thought needs to be given to various ways of making better use of
the CPOQ’s team and the Canadian consultants whom it can draw upon.

These principles are obviously inter-related. Fer example, if there had been more
thought given in the design of the PEP to the needs of the four Pakistani
institutions for putting in place sustainable institutional capacities, then it is likely
that the CPQ’s team would have been utilized differently. -

It would have been highly desirable if such an initial profiling of each
institution’s needs had been done before the start of the PEP. If the CPO had
then been able to commence work at the beginning of the project, it would have
been most productive to have had the five key members of the CPO’s team -
present together in a workshop with the leading players of each of the four FEP
partners and, the Executing Agency. This workshop would have allowed the
Canadians and Pakistanis to explore: :
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. first, the bigger picture, or the TEMS as we are calling it here, and the
current and possibly improved roles that each institution could play in
making that environmental management system more effective {(and thus
facilitating the implementation of the NCS);

. _second, the functions that each instituticn should be performing;

. third, all of the capacities that each institution would need to have in
order to perform those functions;

. fourth, the options for building those capacities, including the possible
use of Canadian expertise provided through training and technical
assistance (and, indirectly, through collaboration with other institutions,
such as universities, through the linkages programme).

We recognize, of course, that the above was rendered impossible by virtue of the
delay in the signing of the CPQ’s contract. However, it is helpful to present this
scenario because it appears to the MTR team that such a start to the PEP would
most likely have resulted in a very much greater degree of common
understanding of: the PEP; the challenges facing each institution; the types of
Canadian resources that would be relevant; etc. ' .

Regrettably, at such time as the CPO did appear in the field for the first time, the
Institutional Strengthening Adviser was not abie to be present (because of the
continuing delay in the signing of the contract). His input would have been the
most important input at the outset. Instead, there was an implicit acceptance that
what the Pakistanis had decided to do, without the benefit of an analysis of their
needs for institutional capacity building, should be the basis for future planning.
Although the CPO team members responsibie for advice on training and technical
assistance both emphasized that these activities should be focused on putting in
place sustainable institutional capacities, their activities were given less attention
at this early stage than was that of the PMA. The PMA had the initia]
responsibility of helping the PEP partners convert their early plans into a form
that would lend itself to being expressed in a completed RBM matrix.
Somewhere in this exercise the emphasis on building the sustainable institutional
capacities seems to-have disappeared. Given the poor use, by the Executing
Agency, of the Institutional Strengthening Adviser’s time in this respect, this lack

of emphasis has remained a characteristic of the RBM matrices and the

workplans.

Having offered these overview observations of the factors bearing on the
performance of the CPO, we shall comment briefly on what has been done in
each of the areas for which the CPO has significant specific responsibilities.

Institutional Strengthening

There has been only one mission by the CPO’s Institutional Strengthening
Adviser. This was for 2 weeks in October 1996. Both the organization of the
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mission and the outcome have.been the subject of considerable debate among all
parties associated with the PEP. We do not believe that it will ever be possible
for all concerned to agree on what actually happened. However, we do believe
that it is constructive to comment on the significance of the main messages in the
report and on any lessons that may be learned relative to the ways in which the
time of advisers can be put to best effect. '

Having re-read the Adviser’s report, with the benefit of having had far more time
than he had to come to an understanding of the PEP, we believe that the report
could have been a very valuable one if it had been processed and utilized
differently.

The Adviser’s main messages, as we interpret them, were as follows.

. 'One should not Jook at individual organizations in isolation from their
context. This is something that we understand the Project Director has,
rightly, been emphasizing for a long time.

. Whether or not the PEP were to exist, the effective functioning of
. Pakistan’s TEMS will require vastly improved collaboration betwecn
public, private and popular sector institutions.

. Given the need to promote the thinking on the larger context and the role
of various institutions within it, if the implementation of the NCS is to
be facilitated, and given the existence of the PEP, every opportunity to
bring together the various talents of the four PEP partners to work out
what they can best do (individuvally and collectively) to make that larger
system function more effectively should be used to advantage. '

In short, as the first principle enunciated in the overview suggests, there is a need
for more thought to be given by the PEP partners, and especially shared thoughts,
on how to make the most of that larger TEMS and all the key institutions within
it. This strategic thinking can then serve as a guide to suggest the types of
functions, and thus the capacities, that need sirengthening within each of their
‘institutions and, quite possibly, others. '

Such collective thinking would hopefully have led, for example, both to an early
agreement that the NCS Unit should have been a central player on the GOP’s
Task Force on the Implementation of the NCS, and to collective action to try to
énsure that this should have come about. Similarly, it mmay have led to an earlier
recognition of the need, in the NCS Unit, for enhanced capacity to plan initiatives .
that would aim to encourage other GOP ministries to utilize their mandates in
ways that would contribute more to the implementation of the NCS.

The essential point here is that the Adviser's report was identifying, for the
consideration of the PEP partners and the Executing Agency, some potentially
desirable characteristics of the two GOP units. Just how desirable they might be
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as outcomes and just how they might be put into place was obviously for the
PEP partners to decide.

This brings us to possible lessons relative to ways in which advisers’ time can
be used to best effect. They can be summarized in point form.

. The Adviser’s report should have been regarded as catalytic input to
stimulate such collective thinking on the part of the PEP partners.

. The Adviser should have been given more time to collect and put down
his thoughts in the field and to have had more opportunity to participate
in small group discussions with representatives of each PEP partner (on
the subject of the two GOP institutions) and then to move to discussions
in which ail four partners were represented.

Ideally, he would have been able to have examined the two NGOs on the
same trip. But, as we were reminded on several occasions, working
successfully in Pakistan requires that one is prepared to be strategically
opportunistic. One has to make the most of the existing situation.

. The main lesson though is that the Adviser should never have been
looked to as someone who could come in and present a report a few
weeks later that would be the answer to everyone’s needs.

. As the Adviser himself made clear, the exercise of institutional
strengthening is a very extended and extensive process. The use of the
outside adviser as a catalyst, who can offer an alternative way of looking
at one’s own situation to which one is so close, can be very valuable.
But it is for the Executing Agency to orchestrate, with the advice of the
adviser, the iterative process of the gradual building of more definitive
conclusions. '

. If the ideas that are to come out of such an exercise (not just out of a
report) are to be acted upon, they will have to be "owned" by a broad
base of key actors. They should not be published and presenied as a
final report if they are not so owned. A good test of this ownership 1s
whether local co-authors are prepared to put their names to the reports
too. We were told that one needs the credibility of the outside authority.
However, one also needs the validation of 2 jocal authority. And one
needs institutional "champions”. This is where the Executing Agency and
the PEF partners come in. -

The work by the Institutional Strengthening Adviser came to a halt in April 1997.
We recommend that it should recommence forthwith. We do not believe it
:s for the MTR team to say who should continue this work. We do believe that
the initia] Adviser is competent to continue. We recognize, however, that there
has been a considerable amount of tension over this issue and that another
adviser may have to continue the work. Another possibility would be to hold an
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extended workshop involving all of the key advisers from the CPO with all of
the leading players from the PEP partners. This matter should be resolved

forthwith by the Project Manager and the CPO, to the satisfaction of CIDA.

Training

The training needs analysis and draft training plan were produced as the result -
of a mission by the Training Adviser in March-April 1997. The draft plan wisely
focused on training for strengthening sustainable institutional capacities and also
emphasized the importance of training mixed teamns from the four PEP partners,
plus other institutions.

We understand that the mission had been delayed due to the desirability of its
following on from the work of the Institutional Strengthening Adviser. The
unfortunate delay of the latter adviser's mission and the further delay over the -
development of any position on his report had repercussions on the timing of the
Training Adviser's mission.

In our view it made sense initially to plan for this type of sequence. Whether it
would have been possible to have reduced the time delay between the two
missions is a question for the CPO and the Executing Agency to ponder. There
may be a lesson here. If there were a detailed work plan for the PEP with a
clear critical path for each set of activities, it would be easier to see what
fiexibility the various players may have to introduce some improved contingency

planning.

" As it happens, the detailed training plan that has followed the draft plan has
* resulted in two sets of nine training courses being organized by the SDPI, on

behalf of the PEP. The funds are to come from the CPO’s budget. There have
been considerable delays over settling the question of the CPO’s fiduciary
responsibilities and its responsibility for the quality of the courses when they are
to be offered by Pakistani firms that have been contracted by the SDFI.  As we
indicate in Section 9, we see the CPO being put in an untenable situation in this
regard and one that has to be resolved by CIDA.

The MTR team’s main reservation about the current arrangement is that the funds
that were allocated for the use of the Pakistanis for training in Pakistan, by -
Pakistani trainers, are seemingly not being used for funding these courses.

~ Paying for the courses with funds set aside for Canadian trainers is reducing the

amount of money available for funding Canadian trainers to offer specialized
training, either in Canada or in Pakistan, in fields that would add value to
Pakistan’s institutions precisely because that training is not available in Pakistan.

We recommend that the funds set aside for Canadian trainers should be
utilized by Pakistani trainers only at such time as the funds for Pakistani
trainers have been exhausted. o :




4.4

Technical Assistance

A workplan for the technical assistance component of the CPO’s activities
appeared in December 1996, based on a mission to Pakistan in September and
follow-up meetings in Canada thereafter. Like the training plan, this document
emphasizes the importance of focusing on technical assistance that will assist in
building sustainable institutional capacity.

The mission revealed that the Pakistanis had done little thinking about how they
might utilize the presence of Canadians on short-term assignments (two weeks
to six months) to work with them so that they may learn on the job and put in
place the requisite systems, etc. that would build the sustainable capacity of their
institutions to perform their functions more effectively.

It also becamne quite apparent from this mission that considerably more than the
$50,000 budgeted for managing this component would be required. This point,
which became a contentious issue at a later juncture, was one that the Technical
Assistance Adviser had been noting in reports from very early on in this exercise.
Given that two missions were called for, the MTR team is not surprised that the
funds that remained have proven inadequate for administering follow up on
specific requests, However, we are not in 2 position to comment on the
efficiency with which these remaining funds have been used.

Following the field mission there has been a very limited number of requests for
assistance. In brief they are:

1. One very early request on EIA, from the ES. Considerable work was
done on processing this, only to have the dialogue reach a point where
the Adviser was getting no responses to material and questions sent to the
ES. The ES ended up utilizing the services of the EIA specialist on staff
at the TUCNP office in Karachi.

2. An early request for environmental management expertise, from the ES.
This died, but was revived as an official request in early April 1998.

3. A request for a2 management review of the SDP], by two Canadian
consultants already well known to the Project Director and thus not
selected by the Adviser. The report was completed in first draft early in
1997. It was then delayed for months, seemingly by the censultants’
inability to find time to incorporate changes reflecting the comments On
the draft.

4. A request for assistance in developing sustainability indicators, put
forward by the TUCNP, SDPI and the ES. This request was quite
contentious given that it was not processed through the CPQ but involved
direct communication between the Executing Agency and the
International Institute for Sustainable Development (1ISD). Although this
request has since resulted in a currently active technical assistance
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contract to the IISD through the CPO, the attempt to by-pass the CPQO
and then to access the funds that the CPO is theoretically responsible for,
understandably raised the ire of CPO staff. - .

5. A request for a management information systems adviser for the JUCNP, . .

This was agreed to in February 1998 and is now being responded to by
the Technical Assistance Adviser.

6. A request for a marketing adviser to look at the opportunities for

marketing the JTUCNP’s “Jareeda" and "The Way Ahead” magazines on

a commercial basis. It is understood that the SDPI will also take

advantage of the presence of this adviser to seek advice on the marketing

. of some of its publications. Again, this request, approved in February
1998, is being responded (0 now.

7. Tt is very likely that an earlier proposa.l for a "linkage" project will be
reformulated as a technical assistance request, on environmental security. .
The request has yet to be approved by the PEF partners.

Other requests have been discussed, but not moved into a proposal form because
they do not qualify. One criterion of importance is that the requests must come
from the PEP partners and be for their benefit. Three requests that the Executing
Agency was proposing as ones that could be serviced by the IUCN office in
Canada (YUCNC) were ruled as unacceptable in light of this criterion.

This brief listing has been given because it conveys several features of this
experience to date. There has been a tendency for requests to be made and for
communication from the Pakistanis to then cease. This would be unlikely to
occur if the CPO were operating from an office in Islamabad. There is also a
clear desire on the part of the Executing Agency to source Canadians known to
the Executing Agency. This has not necessarily produced superior work
completed to a reasonable schedule.

Perhaps more important is that these requests tend to be ad hoc, rathcr than
emanating from any overall plan for institutional strengthening — whether a plan
for the PEP as a whole or for any one of the four partners. There is no
indication, in workplans, of technical assistance requests that may be made. And
since the first technical assistance advisers who actually worked alongside
Pakistani collaborators were the authors of the management review of the SDP,
albeit that the report was drafted in North America, it remains to be seen how
much benefit accrued to the local Pakistani collaborators by way of enhanced
skills and, more importantly, the institutionalization of lessons learned in the form
~ of a documented system for conducting management reviews.

In sum, the work of the Technical Assistance Adviser has been an exercise in
frustration. *We believe that it is incumbent upon the Executing Agency to
improve the procedure by which requests for technical assistance are first
identified and then to ensure that the time of the Technical Assistance Adviser
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4.6

is used to best effect. We understand that some aspects of this procedure have
now been committed to paper and that there is a clearer understanding on the part
of both parties as to how requests are to be made and responded to in future.

Performance Management Adviser

The role of the PMA has already been commented on quite extemsively in
Section 8 and Section 9.

Here we will mention that there has been some confusion as to what degree, if
at all, the PMA is also to serve as a monitor reporting back to CIDA. We
believe that it is putting the PMA in a difficult, if not impossible, situation to
expect him to moniter a self-monitoring system in which he is a central player.

We are not convinced that the self-monitoring function: (by the PEP partners and
the Executing Agency) is working very effectively yet. If it were, one would
expect far more open comment on problems being encountered and discussion
of ways in which they may be overcome. Also there should be a greater
consciousness, on the part of those doing the monitoring, of the contributions that
are meant to be made to building sustainable institutional capacity.

-~ This is not to say that the PMA does not produce informative reports. They are.

However, the PMA’s tole is to work with the PEP partners as they attempt to
develop competency in RBM and reporting against expected results. This is not,
in our view, the role of an external monitor, nor is it one that is compatible with
that of an external monitor.

The major challenge that the PMA has had is to introduce RBM to the PEP
partners and to work with the Monitoring and Evaluation specialist on staff with
the TUCNP in Karachi to get the staff of the four institutions to complete the

RBM matrices. The varying degree of success in this endeavour is brought to

light in Section 7.

In short, we are concerned that the PMA has given insufficient attention to
focusing the minds of the participants on the importance of building sustainable
institutional capacity. We recognize the challenges of his task, given the
contractual arrangements under which the CPO works. We underscore that the
Exccuting Agency' and the PEP pariners must provide the PMA with the
collaboration and encouragement to continue this task of improving the clarity
with which expected results are articulated. We trust that Sections 7 and 9 will

assist in this regard.

Linkages

The linkages component of the CPO’s activity is more easily managed as a
separate component, in that it involves other Pakistani players than the four PEP

partners. However, it is complementary to the other PEP activities in that it is
contributing to some of the key requirements of a stronger TEMS. This is most
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easily illustrated by reference to the proposed university linkage which® will
enhance Pakistan’s capacity to mobilize trained environmental/natural resources
management professionals. '

Broadly speaking, the MTR team finds that this linkages programme is
progressing relatively smoothly.

The Linkages Adviser visited Pakistan in the inception mission in May-June 1996
and then again for two weeks in March 1997. This latter mission also involved
the Training Adviser and the Director of the IUCNP’s Education Unit in the
visits to 11 Pakistani universities, relative to a possible universities linkage.
Given the involvement of the Training Adviser, it appears that this mission was
delayed for the same reason that delayed the training mission.

It merits noting, relative to the three principles identified in the overview, that
this component had been given considerable thought by the Adviser before the
mission was. undertaken. A wise decision, in our view, was to prepare a
Discussion Paper on lessons learned from other linkages programmes.” We are
not sure how widely this was circulated among the Pakistanis to be involived in
the linkages programme. However, it provided a very good sense of the
difficulties that could be encountered and the steps that should be taken to
obviate or minimize difficulties. This should have served to create a greater
degree of common understanding as to what the programme would be attempting
to achieve and the characteristics of the procedure to be followed.

Four proposed linkages emerged from the mission:

1. a universities linkage:

2. an air emissions control linkage with the Province of Balochistan;

3. ﬁ linkage With the Pakistan Environmental Protection Agency (Pak EPA);
and,

4, an environmental security linkage with the NWEFP.

The universities linkage is now proceeding smoothly. * It received a set-back
when the first prime candidate institution, Quaid ¢ Azam University, was dropped
after the SDPI brought to the attention of the PAC the improper land dealings
being undertaken by the university. :

The linkage is instead to be established between the CIK and Waterloo
University in Canada. We understand that a Memorandum of Agreement
between the two universities is to be signed in late April/early May 1998. This
has involved considerable effort on the part of the CPO, the IUCNP and the two
university institutes concerned. It is possible that the first exchange will see
Pakistanis at Waterloo in the summer of 1998.
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The initial budget is for $500,000 to support the GIK's development of its
capacity to offer advanced education in natural resources management. Benefits
are also expected to accrue to Waterloo which has considerable expenience with
similar linkage programmes. The intention is that the linkage should continue,
fong after the completion of the PEP, as a permanent extension of the two
universities’ networks. However, it should be recognized by CIDA, based on its
previous experience in establishing similar linkages, that if this does make good

‘progress in its initial stages, it may well warrant some further funding.

The linkage with the Province of Balochistan is being established with
Environment Canada. This has been more difficult to get going, partly because

~ the budget of $200,000 was approved by the PEP partners only in November

1997, but also because of the difficulty in getting the time of the key official in
Environment Canada. '

We understand that an Environment Canada official has since visited Pakistan
and that a proposal is being developed. The intent is to retrofit about 10 to 15
*pilot” motorized rickshaws with less polluting, modified engines that would most
likely burn compressed natural gas. Associated pollution monitoring and control
procedures, public awareness campaigns and other supportive activities would be
put in place, assuming the pilot rickshaws function as expected.

Plans are being detailed currently. It may be that the budget will reguire some
additional funds beyond the $200,000 currently allocated,

The third linkage, with the PAK-EPA, also involves the same office at
Environment Canada. In this instance, Environment Canada has indicated that
the $200,000 originally allocated by the PEP partners is far from sufficient, and
should be in the order of $400-500,000. The PEP partners have declined to
extend the budget because they have yet to see a proposal from Environment
Canada. And Environment Canada is not inclined to put together a proposal (of
10 to 15 pages) until it knows that the additional funds could be made available.

Thus a "chicken and egg" situation has arisen.

Further complfcating this impasse is the fact that Environment Canada is
undergoing an internal review and may decide that it does not wish to pursue
other linkages, beyond that with the Province of Balochistan, at any price. The
outcome of the review may be known in June 1998, but it may be delayed.

* Given this uncertainty, plus the fact that the fourth proposai for a linkage — on

environmental security — is to be re-proposed as a technical assistance activity,
there will be some decisions to be made relative to the reallocation of the $1.1
million budget. It has been put to the MTR feam’ that the current contract
documents provide insufficient guidance on:
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’ - who is to be responsible for the reallocation of funds within the linkages
) PTOgramine; . . )

£ “who is to be responsible for any reallocation of the linkages budget (of
' $1.1 million) to other PEP activities. '

In addition, guidance is sought on:

. whether or not the IUCNP, as Executing Agency, should be a
co-signatory to the linkage agreement between the GIK and Waterloo
University {and to any other linkage agreement);

. the roles and responsibilities, if any, of the PEP partners in the overall
supervision of the linkages. :

We recommend that CIDA should consult with the CPO and the Executing
Agency and resolve these matters to its satisfaction.

This completes our comments on the four main areas of the CPO’s activities.
However, there is also a responsibility to collaborate with the IUCNC offices that

warrants brief comment.

Relations with IUCN Canada

The CPO’s contract with CIDA calls for it to develop glood working relations

with the TUCN Canada office.” The broad intention has been that the IUCNC,
through a sub-contract with the CPO, would be given the opportunity to provide
some support services that would enhance its capacity to serve as a Canadian-
based link for the TUCNP after the completion of the PEP.

As of Mareh 1998 the TUCNC had yet to be actively involved in the PEP. There
were a number of factors accounting for this. In essence, the difficulty had been

* to come to a workable arrangement whereby the JTUCNC’s membership network
and associated resources would be used in 2 way that would minimize any

inherent inefficiencies in having a second body undertaking activities of the type
already being carried out by the CPO. '

~ Although contacts between the CPO and IUCNC had been established fairly soon

after the CPO-signed its contract with CIDA, an agreement between the IUCNC
and the CPO was signed only on 4 November 1997. Somewhat strangely, this
signing was not reported on at the PEP partners meeting in late November, when

 the relationship in question was being discussed.

Anp associated difficulty has been the CPO’s accountability for funds advanced
to the IUCNC. This is now being addressed by having separate contracts for
lump sum advances that have to be accounted for on a monthly basis. The first
such contact was also signed on 4 November 1997.
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In drafting the agreement and any one contract it has been difficult for the
TUCNC to be very specific about the services that it may provide because, like
the CPO, the IUCNC is expected to respond to requests emanating from the

"Executing Agency, on behalf of the PEP partners. Since there has been no plan

that identifies the needs of the PEP partners for which external assistance will be
sought from Canada, the possible requests cannot be anticipated with any degree
of certainty. '

However, we understand that the CPO, the IUCNC and the IUCNP are now
collaborating constructively to make the best possible use of the $200,000 that
was set aside for funding support from the ITUCNC.

Recommendations

Some recommendations have already been articulated in the text above.
They are repeated here along with others, for ease of reference.

1. The recommmendations put forward in Section 9, relalive to the
improvement of the management of the CPO, should be noted and
acted upon. ' :

2. The CPO and the Execufing Agency should explore the desirability

of enhancing the presence in Islamabad of those CPO team members

-with a background in environmental management and/or institutional
strengthening, with a view to providing greater opportunity for more
frequent discussion of issues confronting the PEP partners and
possibie contributions from Canada.

3. The CPO and the Executing Agency should explore the feasibility of

having a joint workshop involving all of the CPO’s key advisers and
the leaders of the four PEP partners to jointly complete an initial
analysis of the needs of each institution for enhanced sustainable
~ institutional capacity to perform their functions effectively. The
~ workshop participants should be encouraged to consider the roles of
each institution in the context of Pakistan’s total environmental
management system. Possibly, this type of exercise could be
. incorporated into the MTR of the NCS.

4.~ The CPO and the Executing Agency should identify the implications

' of: ensuring that more thought is given to planning each stage of the
PEP; improving communications; making better use of the time of
Canadian advisers.

5. The CPO and the Executing Agency should ensure that the function
~ of the Institutional Strengthening Adviser be recommenced forthwith.
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The fupds set aside for Canadian trainers should be utilized by

Pakistani trainers only at such time as the funds for Pakistani

trainers have been exhausted.

The CPO and the Executing Agency should review the recently

established guidelines on the procedure for contracting technical
assistance in light of experience with the recently processed requests.

CIDA should not expect the PMA to serve as a substitute for an

external monitor for the PEP and should therefore explore ways in -
“which a closer watching brief over the PEP can be maintained for its

remaining duration.

CIDA should consult with the CPO and the Executing Agency to.

prodiice clear guidelines on the responsibilities, of various parties
associated with the PEP, relative to budgetary and decision-making
issues associated with the linkages being established,
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5.1

CIDA

This section is designed to provide an overview of the considerations bearing on
CIDA’s role and performance. Since this role and performance are discussed in
various contexts throughout the report, reference will be made to those sections,
where sufficient elaboration is provided, rather than reiterating our observations
here. Of particular interest, in this regard, should be: Section 9 in which we
discuss, inter alia, the management accountabilities of CIDA; and Section 8 in
which the influence of CIDA on the efficiency of the PEP is commented upon.

Since this report'has been written, in the first instance, primarily for CIDA, the
MTR team has adopted a more summary style of presentation in this Section —
it being assumed that the background to the points raised is well known. In

essence, the discussion is organized around the chronofogical sequence of events

or decisions focused upon.
PEP’s Macro-design

The macro-design of the PEP was a direct responsibility of CIDA's. .As is
discussed in Section 2, the broad features of the macro-design, as they relate to
the attainment of the PEP’s objectives, are regarded as satisfactory in that some
attention is given, implicitly, to each of the three macro-functions that have to be
performed by those key institutions that are central to the overall "steering” of

" Pakistan’s TEMS, The effective performance of this steering function, in turm,

is central to the successful imptementation of the NCS.

However, there are other observations, positive and negative, to be made of the
macro-design.

First, the Contribution Agreement leaves a great deal of the clesign work to be-

done by the Executing Agency in collaboration with the PEP partners. Given
that the IUCNP’s experience as an executing agency was known to be limited

and that the need for strengthening the institution’s capacities were acknowledged -
in the macro-design, it is somewhat surprising that so much of this detailed work

was left to the Executing Agency.

Second, the reduction in size of the proposed PEP from $24 million to $15
million and the consequent elimination of the proposed activity at the provincial
level appears to have been a significant decision. As ensuing activity has
revealed, it is necessary to have support provided at the provincial level 1o
implement federal policy. - However, given that the Executing Agency has been
learning on the job, and given the other challenges, it was probably a wise
decision (albeit that it was made, perhaps, for other reasons) that the scale of the
PEP was reduced for the first five years. If an experienced executing agency had

been contracted, it would probably have made more sense to have had a $24.

million programme.
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In short, in hindsight, the risk assessment of the proposed PEP should have

- recommended:
. ~a sinaller PEP if the Executing Agency was to be given so little attention;
or,
. more attention to the strengthening of the Executing Agency, at the

outset, if the PEP was to be at the $15 million scale; and,

. the employment of a seasoned expatriate executing agency as an option
for a $15 million PEP and as a pre-requisite for a larger PEP.

PEP’s Micro-tesign
The micro-design is also discussed in Section 2. Our concems about the

shortcomings of the design are expressed there. However, relative to CIDA’s
responsibility, it appears that much of the latest documented experience available

in CIDA at the time (mid to late 1994), that related directly to projects aimed at

building sustainable institutional capacities in the environmental/natural resources
management field, was not made available fo the Executing Agency.
Alternatively, if it was, it is unlikely that the Executing Agency was given
sufficient guidance on how to use it to advantage. For example, the Asia Branch
had recently completed a detailed analysis of its experience in the strengthening
of institutions in Asia that are involved in enhancing environmental
sustainability.! This was done for the explicit purpose of improving programme
design. Some of the six cases, and other reports from the other countries (e.g.,

the mid-term evaluation of the Zimbabwe Natural Resources Management

Programme,” where a very similar problem of lack of focus on building
sustainable institutional capacity had been corrected) would have proven very
useful to the Executing Agency. Their use, with guidance, should have
minimized the difficulties that the Executing Agency and the FEP pariners were
having . in articulating expected results that would emphasize the building of
sustainable institutional capacity.

The Bridging Phase

The bridging phase between the official end of the NCS5 project and the actual
commencement of work on the PEP ran from roughly December 1993 to
November 1994, However, since the NCS document was actuaily approved by
the GOP on 1¢ March 1992, this period when there was litle money available
probably started shortly thereafter and thus extended for much longer than a year.

In light of the fact that the PEP is adding value of Pakistan’s efforis to
implement the NCS, CIDA deserves credit for having provided bridging funds
{o maintain some momentum. Some of the studies produced in that period were
providing sound advice, thal the [JUCNP actually used in preparing itself for the
role of Executing Agcncy." Others were less useful. For example. the MAS
study on the operational plans of the two GOP upits, financed by CIDA in
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October 1994 (before the PEP contract had been signed) was also designed to do
some preparatory work on the analysis of the needs relative to the building of
sustainable institutional capacity. It was complcted in May 1995, but it appears
that there were enough reservations about its utility that it was not used
extensively. ' :

In hindsight, much more assistance, especially of a very practical "hands-on™ .

nature, was required by the Executing Agency once the PEP contract was signed.

Thus CIDA had 2 mixed record in this bridging period in preparing the PEP-

players.
The Contract with the TUCNP

The delayed signing of the contract with the [IUCNP on 8" November, 1994, is

of significance in two ways. It was an accomplishment, for those who were

close to the NCS exercise and thus were able to understand and feel comfortable
with the PEP, to get the contract signed at all. However, the delay was also an
indicator of the difficulty that CIDA’s senior management was having in
comprehending and feeling comfortable with a complex and not very coherent
PEP. This lack of coherence is discussed in Section 2.

The lesson here seems to be that a programme’s design has to be able to show,
simply and logically, how all the parts fit together and contribute to the
realization of the overall objective,

Management from November 1994 to May 1996

The period from November, 1994 to the signing of the CPO’s contract in May,

1996, was characterized by insufficient attention from CIDA. The fundamental

-~ reason for this was the cuts to CIDA’s budget and thus the reduced ability to
“monitor and support the PEP when it was CIDA’s direct responsibility to do this.

This "hands-off" approach by CIDA, combined with a similar approach taken by
the Executing Agency towards the PEP partners (and especially the GOP units),
resulted in the GOP units getting next to no attention. When this was combined
with CIDA’s pre-occupation with the PITS and its desire to promote this untried
concept (as it atiempted to do in May 1995) before ensuring that ali players were

able to articulate their expected results, a noticeable and unnecessary degree of

confusion set in.

The lesson is that if one is to make cuts then it may be best not to start new

projects rather than to cut back on projects that are dependent on certain
resources being in place for basic servicing requirements. '
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The Contract with the CPO

Thp si_gning of the contract with the CPO on 16" May, 1996, is significant
primarily for the unacceptable delay that it represented in bringing on board a

key group that should have been contracted before the PEP started. The

implications of this delay are discussed in Sections 8 and 9.

The content of this contract with the CPO is also remarkable for: the misleading
assumptions that its authors made (and that are discussed in Section 4); and, the
lack of clarity on the scope of and limits to the responsibilities of the CPQ, the
IUCNP and CIDA (see Section 9). '

The lack of clarity on the limits of the CPQ’s authority mirrors a simnilar lack of
clarity relative to the IUCNP in its contract with CIDA. This has coniributed to

" the difficulties in the relations between the CPO and the Executing Agency.

The contract with CPO could have been improved if, for example, it had
incorporated an accountability matrix. This could have beena revision of the one
in the contract with the IUCNP (see Appendix D). Also, given the desirability
on CIDA’s part to have the CPO assume major responsibility for decision
making, it would have helped to have indicated, where relevant, that the CPO had
only to obtain CIDA’s approval in principle for the CPO to proceed. This would
have reduced the amount of micro-management that the Project Team Leader
(PTL) finds himself being involved in unnecessarily.

Management since May 1926

CIDA’s management of the PEP since the signing of the contract with the CPO
in May 1996 was influenced in part by a change of PTL, in Hull, in July 1996,
and later changes of the Head of Aid and of the First Secretary, Development
(responsible for relations with the PEP) at the CHC in Islamabad. Some of the
implications of this type of turnover of staff are discussed in Section 9.

For each of these newcomers. but for the PTL in particular, given his '

responsibilities, the accumulation of all of the shortcomings in CIDA’s past

. performance was to present an enormous challenge in programme management.

The PEP had become increasingly complex and incoherent as the PEP partners
had attempted to take their own, distinct, approaches to articulating their expected
results and reporting on their progress. The Executing Agency’s Coordinator, in
everyone's eyes, was not performing satisfactorily, and the Project Director was
spread too thinly, with all of the demands upon her, to be able to substitute for
the Coordinator’s weaknesses. There was no monitor to provide the PTL and the
CHC with an overview of what was happening, as seen by a dispassionate neutral
party. And there was a new player, in the form of the CPO, trying to establish
a role for itself in a selting where the other players had already established their
modus operandt. : ‘ '
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As if this was not enough, the CPO faced difficulties in that: it was not able to
start with a field visit by its Institutional Strengthening Adviser. the significance
of which is discussed in Section 4; and, it had to try to bring order and coherence
to the articulation of expected results. -

The intention of the original design was that the CPO would be able to relieve
all CIDA staff of a lot of their 1esponsibilities. However, given the lack of
enthusiasm shown towards the CPO's arrival on the scene and the weakness in
the arrangement whereby the CPO was at the call of the Executing Agency, the
CPO was unable to accompiish this.

Given this somewhat messy, if not chaotic, sitvation, the new PTL was forced to
become more involved in everyday management than his time budget really
allowed for.

The time budget of the PTL on a programme such as the PEP, is an important
consideration for CIDA's management. It seems clear to the MTR team that the,
PTL either has to spend more time in the field, or utilize more time (if available)
of the First Secretary, Development, at the CHC, or (possibly supplementing this
latter option) utilize the services of .an external monitor. '

This will be necessary even with the improved reporting that the PTL is rightly
seeking. However, to obtain those improved reports, the PTL will need to be
more specific on his requirements. We trust that our articulation of the enhanced
capacities to be sought as oulcomes and our note on programme-level outcomes -

_(in Section 7) should provide the basis for simpler reporting — something that

should also be accomplished before the PITS experiment proceeds any further
{see Section 6). ' '

A Perspective on the Making of Recommendations

Before summarizing the action that CIDA should take to improve its contribution
to the PEP and the efficiency with which it plays its role, it is useful to reiterate
that, despite the difficulties facing the major piayers. there is a lot of value being
added by the PEP. This is important to bear in mind when considering the time

‘horizons that bear on CIDA's possible actions.

The MTR team believes that, with some really focused effort, the PEP -will
produce:

. an Executing Agency with much stronger capacity to perform its role;

. strengthened and more effective PEP partners;

. some valuable Pakistan-Canada linkages that will complement the
contributions of the stronger PEP partners to meeting the PEP’s
objectives.
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Qur justification for feeling positive is provided in Section 7. Qur views on what
the various players have to do are conveyed throughout the report.

CIDA officials should not be discouraged. in the way that we sense some of them
have been. by the current situation. The PEP cannot be allowed to continue on
as it'has, but it is amenable to great inprovement.

For CIDA’s part there are a number of actions that it can take to enhance its
performance relative to its responsibilities. They can be expressed in the form
of recommendations that address:

. long overdue action items;
. .recent developments; and.
. future opportunities.
Recornmendations

1. Improve the clarity of the contracts with the IUCNP and the CPO

- such thal areas and limits of responsibility are made much clearer

and that CIDA is able to leave more day-to-day decisions with the

Executing Agency and the CPO. (This recommendation is further
elaborated by two made in the relevant part of Section 9).

2. Ensure that more attention is given to strengthening the capacity of
the IUCNP to perform its role as Executing Agency.

3. Put work on the PITS in Pakistan on hold and instead concentrate
on a simplified form of narrative reporting that reports progress
against outcomes expressed in the form of sustainable institutional
capacities to be enhanced. (For further recommendations on the

. PITS see Section 6.)

4. Provide a clearly defined role for the First Secretary, Development,
! at the CHC, possibly providing for more decision-making authority
to expedite face-to-face negotiations, and, in conjunction with this,

give serious consideration to employing an external monitor,
operating from a Canadian base to ensure that frequent dialogue

with the PTL is facilitated. : '

5. Produce a short, succinet brochure on the PEP that makes it
coherent to CIDA’s senior management and others whom CIDA
would want to have a clear understanding of the PEP.

LA
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Give more explicit recognition to the fact that the development of ‘

sustainable institutional capacities is a long-term process that may
require that CIDA should remain involved in some activities related
to those currently being undertaken in the PEP (alheit not necessarily

a continuation of the same activities).

TR Eat &
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6.1

REPORTING ON RESULTS

Before entering a discussion, in Section 7, of the progress 'being.made in
attaining the planned results, it is instructive to look at how these results are
being and may in the future be reported. -

The Current Reporiing Process

-
Expected results are central to the system of RBM that is meant to be guiding the
PEP. The RBM approach is guided by a continuum of expected results. In the.
management of the planning phase of a project one starts by identitying the

" desired impact, or long-term effect, on society. This impact is linked to the goal,

or long-term vision, of the programme. Then, essentially, one works backwards
to plan outcomes, outputs and activities. In the management of the
implementation- of the programme one works chronologically through the
continuum, starting with the sound management of the aclivities to ensure that
they take place, and that the pianned outputs are achieved, and then on to ensure
that the outcomes and, eventually, the planned impacts are aflsined. In
programme reviews and evaluations one again starts with the end purpose in
mind. This can be represented graphically in the following manner.

Activities Outputs Outcomes Impacts
< . Programme Planning

> Programme Implementation >
< Programme Review <

and Evaluation

Not surprisingly, none of these undertakings (planning, eic.) is as simple as it

appears from the above. One has 1o recognize that, as vne moves backwards

from impacts to outcomes. a number of outcomes may be required in

combination io bring about the desired impact. Likewise, any one outcome may

be realized only afler several components of that outcone have been put in place. .
Whether these can be calied outputs is a moot point, since each of those

components may require several outputs o be generated from one or more

activities in order for a component of a sought-after cutcome 10 materialize.

This can create a nightmarish situation relative to the definition of the terms (and
especially in distinguishing between outputs and outcomes) and the assignment
of phenomena or stages in the programme’s development to the four above-
mentioned sets of results sought. This language problem is discussed briefly in

Appendix E.

in addition. one has to rccognize that while. as the programme moves from
activities to impacts. the potential for the programme to have a developmental
impact increases, the programnme’s control over the process of bringing about the
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results sought at any ane stage is decreasing. On the left of the above-illustrated
continuum, the programme’s results are easily quantifiable, attributable and
measurable; but little can be said. with any certainty, about their potential
developmental impact. On the right side of the continuum, various
developmental impacts can be observed and possibly measured; but it becomes
more difficult forthe programme’'s managers to control, attribute or quaniify the
programme’s influences.

The "language problem” and the varying anributes of the different categories of
results combine to create very real challenges in communications.

In'essence the challenge for reporting is to report with clarity on significant
developments, and using instruments and formats that are easy for a variety of
readers 1o use,

Reporting on progress in attaining the PEP’s expected results is currently being
done in a narrative form made available in printed hard copy (available on
computer disks). Until now there have been semi-annual and annual reports,
although there has been talk of focusing on semi-annual reports, with an
abbreviated annual suminary overview. '

For any one of the nine units being suengthened a report is organized around
clusters of activity and, within that, each report comuments on activities
undertaken, outputs produced and then, where relevant, comments o1 GUICOMES
and impacts. There may, or may not, be some additional comment on problems
being encountered or lessons to be earned. '

As described above, this reporting procedure appears to be fine. Qur comments
on these reports on each unit are offered in Section 7. Qverall, however, we
observe three serious shortcomings:

.~ there is no common concept of outputs, outcomes, and even npacts;
2. the focus on building sustainable institutional capacities is missing;
3. the work on building the PITS as a future system of computer-based,

possibly on-line, reporting is not only suffering from seemingly never-
ending technical problems, but is also working with less than haif of the
necessary subject matter (because of point 2 above).

In Section | we have drawn attention to the difficulties that the first two of the
above problems have created for the MTR team and the considerable effort that
wvas required on our part to rework the outcomes statements in a standard manner
for all nine units. These statements on “the assumed outcome of activity" are
given at the outset of our discussion of each unit, in Section 7. relative to results

achieved to date.




———

Here, the point being emphasized is that, although the units are reporting what
we have chosen to ¢all "preducts”, they are not reporting on progress in building

- sustainabie institutional capacities. These, however, are the key results that are

being, or should be, sought.

Thus the first requirement of the PEP ‘is not so much to improve reporting, but
to improve the articulation of the expected results such that the future direction
of the PEP will be focused more explicitly on the building of sustainable
institutional capacities and not just on the production of the “products” of those
enhanced capacities (whether sustainable or otherwise). :

Once this has been done, the reporting on progress towards the achievement of
the total complement of expected results can be organized.

This reporting needs to be simplified. We would suggest that the focus be on
outcomes. This is assuming that the outcome of a programme aimed at building
sustainable institutional capacities is, indeed, enhanced capacities. The reason for
suggesting this focus on ontcomes is given in Section 1.

However, before articulating any one outcome, the unit staff should decide how
they would articulate the developmental impact on Pakistani society that they
would expect to emerge as a consequence cf the successful building of the -
capacities identified in the statement on "assumed outcome of activity” that is

relevant for their particular unit.

Each of these statements is based on what the unit staff put into their RBEM

matrices completed in June 1997, and related documents. If the articulated
impacts are indeed the desired impacts, then the outcomes already listed in
Section 7 can be presumed acceptable. However, some additional capacities or

- even components of capacity may still be unmentioned and shouid be added, if
the impact is to be fully realized. Section 9 should be very helpful in this regard.

If one does 'nc_rt envisage the desired impact arising from the capacities listed in
Section 7, then one has to change some of the capacities or add to them.

Clearly, this is taking the PEP partners into conducting the anaiysis of their needs
for capacity building — that is called for throughout this report. Eventually the
findings of the needs analysis will emerge.

Once the outcomes are clearly articulated and are similar in concept throughout
the PEP, for all nine units, and agreed upon in a joint session. then the
partnership can move to decide how to simplify the reporting.
: ' M

CIDA's RBM policy is not looking for complex reporting. The policy that was
issued in March 1996 and that the CPO should have been guided by is fairly
flexible; one of its seven principles is simplicity. While simplicity is often easier
to call for than to observe. it does say something about CIDA’s preferences.
Thus for the PEP’s reporting, it could well be that, for any one unit, a report
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would be organized around six or seven capacities as outcomes and, relative to
each, some comments on process on both: (a) building the sustainable
institutional capacity {.g., components being put in place); and, (b) generating
the "products” from this effort. There could also an overview statemnent that
could inctude, inter alia, a brief comment on the unit’s contributien to the PEP’s
collective effort to realize programme-level objectives. In Section 2 we have
suggested that this could be seen as the enhancement of the capacity of the four
key institutions, as a group, to perform the three macro-functions invoived in
"steering” Pakistan’s TEMS in a manner that would facilitate the implementation

of the NCS.

What is currently being reported on should not be discarded. It is useful in that
it covers the progress on "products” and often, indirectly, alludes to components
of built capacity that are being put in place. However, it is less than half of the
picture required. Thus it should be retained, but offered in a more abbreviated
form for CIDA's use.

If each unit wishes to continue to produce lengthier reports for the record —— a
desire put to use by some people — this can be continued as an addendum to the
more surnmary free-standing report for CIDA’s use.

Thus, although indicators are already in place for the production of the
"products”, indicators are needed for the components of the sustainable
institutional capacities to be built. Again, clues for these will be found in reading
Sections 7 and 9. The latter, in essence, can be utilized as a checklist of
components of capacities that are needed if the capacities identified in the
- massumed outcome of activity” statements are to be realized more fully.

However, onr sense is that the reports should not necessarily be confined to
reporting against indicators. In some cases, some indications of progress are lost
because there is no indicator to report against. This is why having some
narrative reporting that is not confined to reporting in terms of indicators (albeit
that narrative reporting, as we interpret it, also makes reference to indicators) is
so valuable. Several people emphasized their concern that the current format did
not allow for many subtle but important contributions to be reported on with
ease. Hopefully, however, in thinking about how best to report on such
subtleties, appropriate indicators will emerge. This has to be dealt with. In
addition, as the PMA has been urging, problems encountered and lessons to be
learned deserve more atiention.

* A sample structure of a simpler form of reporting should be developed and
agreed upon with CIDA and all PEP partners. Attached to the sample should be
a guide that makes crystal clear how it is o be completed. The PMA put out a
note on this in the past; it could be updated to include reference to the coverage

.of progress on built capacity and to other features of the simpler reporting format.
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The PITS | | .

The concept and form of the PITS has evolved since the PEP’s first PTL, in the
latter half of 1994, requested a CIDA consultant to explore ways in which a
multi-media package could be utilized to store information on the current statas ™
and previous history of the PEP relative to specific performance indicators. This
evolved, with a change in software,. to a system that would theoretically tend
jtself to comtinuing, on-line updates by people in the field. There was a
resistance to this and thus there was a further evolution to the printing out of -
hard copy reports that would allow for a greater degree of quality control over

reporting.

One of the major problems however, is that the printing out of the text recorded
in the PITS does not give cne a report that looks anything like the type of report

(in format) that the PEP partners are used to. Another problem is that the
making of linkages between sets of information appearing on different "pages”

or "screens” does not enable one to retain several pages on one screen. Indeed,
very little information can be carried on one screen. The supposed advantage of

‘speed of connection between linked texts (as opposed to finding the blocks of
" text in printed reports) is lost to a large degree by not being able to have the

related texts spread out in fromt of the reader for checking back and forth, as
would be available with the regular, printed reperts. There are also other

problems.

Unfortunately, this system was being developed for a long time without-
appropriate reference to the PEP partners’ needs. CIDA, however, was very
attracted to the idea. The PITS was not mentioned specifically in the contract
with the TUCNP as Executing Agency, although it is referred to in the Inception
Report in Tune, 1995. It is clear from the Inception Report that the PEP partners
were very wary of the confidence that CIDA was placing in the PITS. In
hindsight, their wariness seems to be fully justified. One year later the PITS was
being referred to in the contract with the CPO as a developed system. This was
a very misleading assumption. Two years later it is still not functioning in a way
that allows it to be used in a manner satisfactory to the PEP partners.

After an early false start in attempting to have the PITS discussed before the
concept of RBM had been introduced to and understood by the PEP partners, it
was agreed by CIDA and the CPO that there would be no further work on the
PITS until all PEP partners felt comfortable with and were correctly applying the
RBM approach to their work.'

This recognition of the significance of the RBM matrices and their contents for
the utility of the PITS was both obvious and, in our view, correct. However, this
position reflected three assuimptions. '

1. First. that although it may well take time for the PEP partners to become
comfortable with the correct use of the RBM matrices, eventually they
would. -7




Closely related to this assumption are two others on which it is contingent.

2. Second, that institutional strengthening/capacity development projects
iend themselves readily to the use of RBM matrices for workplanning and
reporsting.

3. Third, that the Canadian advisers would be able to demonstrate, from
" experience with other projects or by preparing sample RBM matrix
contents for the PEP partners, how the partners should complete their
matrices and how they should report against the content of these matrices.

Thus far, some 18 months after the September 1996 mission of the CPO’s PMA,
none of these assumptions has been proven valid. ‘

Unfortunately, the wisdom of the CIDA-CPO decision seems to have been
forgotten. Work on the PITS has continued, to the point of testing, despite the
fact that it is being tested on "results” that are not reflective of efforts to build
“sustainable institutional capacity.

' We recommend, therefore, that the work on PITS, in Pakistan, should again
be put on hold, until those in PEP have greatly improved the statements of
expected results and associated reporting and workplanning procedures.

To ignore this advice suggests that, if the PITS were to be inaugurated officially
in the near future, it is very likely that it would be utilized very differently by
different people. ‘It is reasonable to assume, looking at variations within previous
reports, that some may treat the recording of information on the PITS as an
exercise similar to keeping a diary, while others would record only strategically
significant developments.

This is not to suggest that the PITS should not be worked on in Canada.
However, given that it has proven to be a technology that is not readily
exportable for the benefit of aid recipients, it should be repatriated as a concept.
Its further development should be undertaken in Canada, and tested on
Canadians. It should only be re-exported at such time as it can be demonstrated
to be superior and cost-effective when compared with well organized printed
narrative reports, also available on disk.

Given the state of development of the PITS, the MTR team is unable to “assess

the effectiveness and appropriateness of the PITS as a tool for performance -

‘measurement for the project” as called for in the MTR’s TOR. Neither is it
possible, of course, for those who are involved in developing or testing the PITS
to provide such an assessment. All that one can say, given the need for changes
to the expected results and the need for additional indicators, is that further
delays should be expected if the work were to continue in Pakistan. As of March
1998, the system has vielded nothing that is readily useable and has consumed
considerable time and money on the part of all parties, including CIDA. Since
the demonstration that the MTR team received in Pakistan did not address the
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tracking of progress in building sustainable institutional capacity — the major
objective for the PEP — we cannot use that demonstration as a basis on which
to build a prognosis, either negative or positive, for the PITS over the longer

term. For the PEP, with a limited time left to run, it would appear wise to put

time and money into meeting other priorities,

If the system were 1o be developed furlher in Canada it would be advisable to

have thé users, who would be testing the system, work with the rudimentary base

elements of the system as originally envisaged by the PEP partners. Subsequent
to an appropriate period of usage. the system and content could be modified to
reflect desired changes. By following such an iterative approach to testing the
system, one allows the users to "grow” with the system.

Only at such time as the PITS is found to be working satisfa{ctorily for

institutional strengthening projects in Canada should CIDA take it to countries

such as Pakistan. CIDA should then let Pakistanis (and those in other countries)

chioose whether or not they wish to adopt such an approach. Before they choose,

they should be given all necessary information to be fully informed. The costs
and benefits and what may be lost, if anything, through a shift away from the

current narrative reporting should be made crystal clear. Only with such
information will the Pakistanis be in a position te know what is best for them.

If, after such further development, the Pakistanis decide that they wish to use the .

PITS and CIDA wants to continue funding it, then the same kind of iterative
approach should be adopted as that suggested for its improvement in Canada.

Recommendations

1. The expected results should be re-articulated, to the satisfaction of all |

parties (the PEP partners, the Executing Agency, the CPO, and
CIDA), to include the building of sustainable institutional capacities.

2. Appropriate additional indicators should be identified, again to the

satisfaction of ali partlies.

3. A simpler form of marrative reporting should be developed, to the
satisfaction of CIDA, by all parties.

4, A guide on the completion of reports should be developed, by the
CPO and the Executing Agency, in consultation with the other

parties,

5. CIDA should decide whether it wishes to continue to fund work on
the PITS in Canada with the objective of developing a practical,
Canadian-tested system suitable for application on institutional
strengthening projects.




Work on the PITS in Pakistan should be put on hold until all of the
above recommendations have been acted upon. Whether or not

-CIDA decides to further develop the system in Canada, the

Pakistanis should be given the opportunity for an informed choice as
to whether they wish to recommence work with the PITS at a later

date.
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RESULTS ACHIEVED TO DATE

This section provides an overview of the results achieved to date. Itis organized
around the nine institutional units that are being strengthened —- that is, the NCS
Unit, the ES, the SDPI and the six units of the IUCNP. Note, however, that for
improved clarity of analysis the IUCNP’s Business and Law Unit has been
discussed as two separate programmes. The order followed is that used in the
RBM matrices completed in June 1997, for the period July 1966 to June 1999..

The analysis of each unit’s results commences with the MTR team’s statement
of the assumed outcome of the activity being undertaken in support of the
strengthening of the institution.

The necessity for such a statement and its basic characteristics are discussed in
Section 1.2.2, which the reader is advised to ook at first. These statemnents are
designed to focus on the outcomes of the PEP — that is, the sought-after .
sustainable institutional capacities. The merit of this is discussed in Section 2,
The level of analysis is designed to be sufficient to convey a sense of the
progress or lack thereof, rather than a systematic and complete analysis of every . .

result,

Following the analysis of the 9 units, a brief comment is offered on programme -
level outcomes in Section 7.5. :

The NCS Unit

Assumed Qutcome of Activity: The Sought-After Capacities

A. The enhanced and sustainable capacity of the NCS Unit to facilitate the
implementation of the NCS.

More specifically, this overall outcome is 1o be realized through the
enhanced and sustainable capacity of the Unit:

1 to promote the formulation, by federal and provincial agencies, of
NCS-related policies;

2 to identify, prepare and coordinate NCS-related projects for and -
o with federal and provincial agencies and NGOs;

3 to collaborate with NGOs and private sector bodies;

4 10 monitor 5nd evaluale NCS-related Projccts;

5 to increase public awareness and bring about envirénmentélly-

sound behaviour;

6 to promote environmental education;
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7 to promete the implementation of the NCS; and,
8 to administer the NCS Unit.
B. "Products” realized from this enhanced and sustainable capacity.

This "statement of assumed outcome of activity” is based largely on the RBEM
matrix of June 1997. However, as with the Annual Report for July '96 - June
*97 and the presentation made to the MTR team, #2 does combine capacities to
be built from two clusters of activity in the RBM matrix — thus the pumbering
is not the same as in the RBM matrix.

Overview

Approximately $211,000 (or 11%) of the 52 miilion PEP budget allocated to the
NCS Unit had been spent as of 31% December 1997 — primarily on PEP-funded
staff, equipment and operational costs (e.g., for the vehicles). The former Deputy
Secretary’s position has been that all of the work done by the seven PEP staff is
NCS-reiated. There are three techmical staff positions available under the PEP,
two of which were occupied in December (i.e., Project Planning and Monitoring

- Specialist, and 2 NGOs and Private Sector Specialist). In early March a new

Information, Education and Communication Specialist was also hired. They are
supported by a Database Manager, a Manager (Administration), an Qffice
Assistant and a Stenotypist, for which all three latter positions were being
advertised in November "97.

The reasons for the low level of disbursement are discussed in Sections 8 and 10
one of the more frequently cited, however, is the frequency of changes in the
Government and the senior personnel — both ministerial and staff. The
discussion on constraints, below. throws further light on disbursement levels.
Suffice to say that the World Bank’s Environmental Protection and Resource
Conservation Project (EPRC) has been suffering from under-disbursement too.

The general assessment is that a lot has been done for the very little money that
has been disbursed; and that the PEP funds are adding value to the efforts of the
Unit. However, the slow pace of disbursement relative to the PEP's total
overhead raises questions about the efficiency of this spending’ (see Section 8).
There appears to be considerable scope for using the staff more efficiently,
although it cannot be.denied that the everyday exigencies of having to respond
to the demands of a frequently changing political and staff leadership do illustrate
the difficulties being faced in this regard. The intense demand for briefings on
issues is something that we were exposed to.
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Major Achievements

The '96-"97 Annual Report on the NCS Unit, the text of which was used for the
"Results: Outputs and Outcomes *94-"97" volume of the Internal MTR, appears
somewhat misleading. A good number of the outputs and outcomes, we
understand, did not involve the PEP-funded staff, ‘

There is no denying that capacity has been added to the Unit by the hiring of the
professionally trained staff under the PEP. However, relative to the important
distinction that we have made in Section 1.2.2 between the building of
sustainable institutional capacity and the buying of capacity to meet immediate
needs for "products", there appears to be more attention to the latter.,

Some of the outcomes, or components of capacity, that have materialized or that
appear to be materializing relative to the building of sustainable institutjonal
capacities, are as-follows. The numbers refer to the capacities identified under

A’ in Section 7.1.1.

#2. A process for the selection of NGO projects.

#2.. A sysiein  for developing and maintaining an inventory of
' ‘environmentally-related Public Sector Development Projects.

#3. A system for developing and maintaining a data base on environmental
NGOs. |

#4. A system for monitoring and evaluating NGO projcéls funded by
MELGRD.

#5. A procedure for selecting and contracting advertising companies for

undertaking media campaigns.
#5, A procedure for administering an award to environmental journalists.

#8. Improvements with respect to the system for reporting on, inter alia, PEP-
funded activities. '

These are some of the component systems, ete. that came to our attention. Some,
but not all of them; are being reported on in a way that makes it clear that these
are the fype of outcomes being sought by CIDA through the PEP. Unfortunately,
for the most part, the reporting overwhelms the reader with lists of activities and
outputs that lead up to the production of a “product” outcome, such as increased
public awareness. This means that some of the component systems, etc., go
unreported or are hard to discern. In some instances, they may have been
regarded as outputs, :




Turning to some of the more significant "product” outcomes —— these have been
derived from either or both of: {(a) having the above-mentioned systems in place,
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering system as under "A’ in Section 7.1.1, is ay
follows:

#1.

#1- )

#2.

#2/3.

#3.

#4,

The federal Ministry of Education has apparently been persuaded to
incorporate environmental considerations into the curriculum at the
secondary and post-secondary levels, with a set percentage of marks
being identified with environmental awareness of the student. This
happened to be a priority of the 8" Plan. However, the NCS Unit has yet
to see the product of this exercise. This may still be in process, and

should be monitored.

The federal Ministry of Health was also cited as one that had been
persuaded to give attention to environmental conditions and their bearing
on health. This was another priority in the 8" Plan. A discussion with
the officer responsible for emvironmental health programmes in the
Ministry of Health revealed a very impressive performance on the part of
a single person office. What could not be determined was whether the
decision to hire this person {who set up the office) owed its origins in
part to any influence exerted by the NCS Unit, however indirectly.
Unfortunately, the small size of the staff in the NCS Unit and the lack of
continuity of personnel have meant that the Unit has not followed up on
the possible outcomes of many of its efforts to promote NCS-related

initiatives.

As it is, the health officer appears to be better organized than the NCS
Unit staff at managing networks and ensuring follow up. There are very
likely real benefits to be gained from exposing the NCS Unit staff to his

style of management.

An inventory of environmentally-related Public Sector Development
Projects, that has assisted in negotiations with other federal departments,
provinces, NGOs and private sector groups in promoting activity
supportive of the NCS.

A data base of environmental NGOs that assists in selecting appropriate
NGOs for project activities.

A series of three workshops with about 200 private sector representatives
on the implications of the introduction of ISO 14000 as an international

performance standard.

An evaluation of the design of an Asian Development Bank {(ADB)-

funded project in support of thc NCS, that led to improvements in the.

project.
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#4, The on-geing monitoring of 40-50 MLGRD-funded projects.

#3. Several campaigns to promote environmental awareness: some being run
by the. NCS Unit; some being contracted out to NGOs (e.g., PIEDAR).

#5. The initiation of a "green journalists award™.

#3/5. Collaboration with NGOs on the establishment of a network of
environment clobs,

#5.  The acquisition of the support of the Ministry of Information to provide
free T.V. space for a media campaign.

* The above listing is illustrative of initiatives made possible with the PEP funding.

" ‘Weaknesses

’ Weak performance on the PEP is noticeable in:

. the absence of a satisfactory capacity-building needs znalysis;
e -~ the virtual absence of requests 1o the CPO for technical assistance; and,
. the slow pace at which PEP-funded staff positions have been filled

following resignations or transfers out of the Unit.

In addition, the PEP-funded staff expressed concern that they were not given
opportunities to develop their skills. This is understandable given that the staff
have been hired on a project basis. However, that basis runs contrary to the
assumption that the GOP will regularize the NCS unit in time.

Constraints

There are a number of constraints on the NCS Unit's performance in realizing
the PEP’s objectives that were brought to our attention.

l. We were told that the NCS document is not laid out in a way that makes
the NCS casy to implement, since it was conceived of outside the regular
planning process. There appears to be a concern that more atiention has
to be given to incorporating the document’s proposals into the regular
planning process. Closely related to this was the expressed need for a
strategic allocation of the resources required for the implementation of the
NCS. Since the 8" Plan did make allocations to each of the 14 core
areas mentioned as priority areas in the NCS, there may be a subtle point
requiring examination here. Just how significant this is should be
revealed in the mid-term review of the implementation of the NCS,
expected to start in June '98. If this is a serious issue, it could be a
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candidate for assistance through technical assistance or from the
Institutional Strengthening Adviser.

Frequently cited was the continuing turn-over of staff within the NCS
Unit and of those officers in MELGRD and other ministries with whom
the NCS Unit staff work. We were told that in 1994 the NCS Unit
obtained the commitment of each ministry to prepare three projects that
would be supportive of the NCS. This came to nothing, supposedly for -
jack of staff to follow up and discontinuity in staffing in other ministries.

The loss of responsibility for the. NGQ Fund to another part of the
Ministry is also attributed to this lack of staff time available for
administering it. However, this does raise the question as to why the
Fund had to be moved and a person could not have been assigned to the

Unit,

There is a need for more support from parliamentarians, Again, this is
seen to be partly a product of the Jack of staff available to meet with the
parliamentarians. There may be a case here for a special effort. On
several occasions the PEP-funded staff, along with other NCS Unit staff,
have had notable successes in changing the attitudes of parliamentarians.
Most notable was an interim Minister of the Environment who was
converted from being completely unsupportive to being very supportive
of the MELGRD's work.

There is relatively little opportunity for the PEP-funded staff to act on
their own initiative in their efforts to collaborate with other ministries.

~ In essence, the senior staff have been reluctant to delegate authority to

the PEP-funded staff to correspond with and meet with staff of other
ministries. This may be because they are not part of the regularized staff
of MELGRD. However, we found that the PEP-[unded staff in the ES
did enjoy considerable opportunity to deal with staff in other ministries
on their own initiative. We understand that the ES has urged the NCS
Unit senior staff to delegate more authority.to the junior staff.

7.1.6 Recommendations

1.

The above-mentioned constraints and weaknesses should be discussed
at the next PEP partners meeting with a view to ascertaining their
seriousness and their amelioration or elimination. '

The senior NCS_ Unit staff should consider ways in which the PEP-

funded staff can be deployed more strategically (e.g., perhaps more

of the mass awareness campaign activity can be contracted out, thus
freeing up time for other activity; multipliers may be gained by
ensuring that the NGO specialist has the time and support to assist
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with the work of the NGO Fund Committee and to implement the
system for monitoring NGO projects funded by MELGRD).

7.2 The Environment Section
7.2.1 Assumed Outcome of Activity: The Soughi-After Capacities
A The enhanced and sustainable capacity of the ES to promote

environmentally sustainable development planning in Pakistan.

More specifically, this overall outcome is to be realized through the ~
enhanced and sustainable capacity of the ES:

1. to formulate and review policies and plans;
2. to screen and technically appraise projects;
3. to coordinate collaboration on environmental planning matters

intergovernmentally and between governments and NGOs and
private sector bodies (including NCS activities);

4, to enhance environmental understanding and planning skills in
federal and provincial agencies;

5. {o service information reguirements of the Planning Commission
and the international investmeni community;

6. to manage the work of the ES.

B. "Products” realized from this enhanced and sustainable capacity,

This staterment of assumed outcome is based on a combination of the RBM
matrix of June 1997 and the July '96 - June '97 Annual Report. The latter
document is organized around 11 clusters of activity and thus presents i1 sets of
outcomes. A number of these sets of outcomes have been recombined in the
above listing. For example, the upgrading of the skills of the staff of the ES is
seen to be part of the exercise of enhancing various capacities and is better
discussed, where relevant, relative to each capacity in question. :

And, since this statement is organized around outcomes, the activities should be
discussed relative to each outcome that they are designed to realize. For
example. much of the training activity, as described in the Annual Report, is
captured within capacity #4 in the above listing. Similarly, the attending of
workshops by the ES staff described under cluster #9 in the Annual Report is
more approptiately described relative to the capacity that it is intended to
devetop. The organization of workshops by the ES staff. for others. also
described in the same cluster #9 in the Annual Report, is more easily and
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7.2.2

7.2.3

appropriately recognized as a distinct activity if it is described relative to
realization of capacity #4.

The current work plan (July *97 - June '98) has 17 clusters of activity, none of
which imply that additional outcomes to the above listing are being sought. Thus
all 17 could be discussed within a framework around the 6 capacities in list "A”
above.

Overview

Approximately $179,200 (or 13%) of the $1,400,000 PEP budget aliocated to the
ES had been spent as of 31 December 1997 — primarily on PEP-funded staff
and operations. The position of the Chief of the ES (and expressed in the Annual
Report '96-'97) is that all of the work done by the Section was supported by PEP
input. In recognition of this the ES has integrated the PEP and non-PEP funded
activities. There are four staff positions available under the PEP, (two
consultants; one computer operator and one accountant}, all of which were filled
in December. In addition, the ES’ full complement of staff also aliows for: one
chief; two deputy chiefs; four assistant chiefs; two research officers; and peons.
However, not all of these positions were filled as of December.

The reasons for the low level of disbursement are discussed in sections 8 and 10;
the one most frequently cited being that the GOP pays for several of the

“expenditures budgeted for under the PEP.

The general assessment is that a great deal has been done for the very little PEP
money that has been disbursed, and that the PEP funds are adding value to the
efforts of the ES. As with the NCS Unit, the slow pace of disbursement of the
PEP funds relative to the PEP's total overhead raises questions about the

efficiency of this spending level since the ES® funds are very unlikely to be -

disbursed completely before June 1999 (see Section 8).

Since the most obvious constraints upon the ES’s doing more is the shortage of

staff and since the work of the current PEP-funded staff is of great value, there

is a good case to be made for the PEP funding more staff. However, as with the
NCS Unit, if the ES staff are to do more which involves working with other
federal or provincial agencies, it may be necessary to provide some funding to
those other agencies for very specific activities.

1

Major Achievements

As with the NCS Unit. the text on the ES for the '96-"97 Annual Report was also
used for the "Results: Outputs and Outcomes *94-'97" volume of the Internal
MTR. For both GOP unils the text is far easier to read in the annual report
format. However, unlike the NCS Unit, the ES appears to have very few, if any,
activities in the last reporting period ("96-'97) that have not involved the PEP-

funded staff at Igast to some degree.




As with the NCS Unit, immediate-term capacity has been added to the ES by the
hiring of the professionally trained staff under the PEP. In addition, however,
there appears to be more attention being given to the building of sustainable
institutional capacity in the ES, as compared with the NCS Unit. The Chief
appears to be adopting a strategic approach to capacity development albeit that
it may not be down on paper and that it is hard to implement according to a
schedule because of the number of unknown variables to contend with. In this
respect both GOP units are working in a similar operating environment.
However, the challenge for the ES is not as great as it is for the NCS Unit in that
much of the work of the ES is necessarily more routine in nature and lends itself
more readily to being organized within the context of systems and procedures.
Further contributing to the progress being made in building sustainable
institutional capacity in the ES is that the process of on-going review of past
work (especially the plans produced) is built into activities of the ES. This
documenting of experience is far more conducive to a learning environment than
the everyday "fighting of fires” that is more characteristic of the NCS Unit.

Some of the ouicomes, or components of capacity, that have materialized or that
appear to be materializing relative to the building of sustainable institutional
‘capacities, are as follows. The numbers refer to the capacities identified under
"A" in Section 7.2.1.

Y .

#1. A procedure, involving a broad range of players, for drafting an
Environment Chapter for the 5-year Plan.

#1. A procedure for drafting environmental sections for the 3-year and annual
plans, based on lessons learned from plan reviews.

#1. Standardized procedures for reviewing policies and plans.

#2. Procedures for screening and technically appraising projects to ensure that
they promote environmentally sound development (including procedures

incorporating NCS-derived criteria).

#3. A procedure for assessing the performance of government agencies in
implementing projects central to the implementation of the NCS.

#4,. Modules for training programmes, for training officials, from a broad
range of sectors, on incorporating environmental considerations into

project designs and appraisals.

#5. A system for briefing Planning Commission members for meetings with
parliamentarians and international investors and other visitors.

#6. An (unwritten) strategy on staff development and ES’ sustainable
institutional capacity development was outlined to us. (Although this
needs more atlention, it was encouraging to know that there is a concern
aboult addressing this in a strategic manner.)
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These are some of the component systems, etc. that come to our attention. A
few, but not many of them, are being reported on in a2 way that makes clear that
these are the types of outcomes being sought by CIDA through the PEP.
Although the *96-"97 Annual Report’s coverage on the ES is far more succinct
than that on the NCS Unit, most of the text is devoted to activities and outputs
that lead up to “outcomes statements” that sometimes describe "product”
outcomcs (as defined in this MTR report} or outputs, but which rarely describe
capacities that-have been enhanced and rendered more sustainabie.

Turping to some of the more significant "product” outcomes — these have been
derived from either or both of: (a) having the above-mentioned systems in place,
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering system as under "A” in Section 7.2.1, is as
follows.

#1.  An Environment Chapter for the 9" Plan has been produced from a
highly participatory process organized by the ES. The draft is about 60
pages and should be approved in June "98. In the 8 Plan there was a
much shorter section on the environment as one of four "critical issues”.
. In the 9® Plan the environment becomes a “perspective”, occupying the
first chapter. This is a product outcome that is likely to contribute
significantly to each of the four "impacts” (on Pakistani society) that are
listed in the June '97 RBM matrix.

#1, A 3-year rolling plan and an annual plan for the environment sector are
also in place. '

#1. Contributions to the GOP's first 20-year Perspective Plan.

#2, Reviews of projects proposed by MELGRD were prepated. We saw
" some of these and, while critical, they were also very constructive. The
~ quality of the review procedure has also quite clearly improved
enormously with the hiring of the PEP-funded staff. In one instance we
were shown reviews of the same project proposal before and after the
arrival of the new staff. The first was a “two-liner”; the second was a

* very succinct "two-pager”, with very clear and useful suggestions.

#2.  In the last reporting year about 80 projects from government agencies
(federal and provincial) were appraised. In addition to the many projects
that were subject to some need for modification, about five were rejected
at the concept or project proposal stage. The criteria being utilized had
been developed by the PEP-funded staff, with assistance from the EIA
specialist on staff at the [UCNP, These later became the basis for the
ES's contribution 1o the formulation of the EXA Guidelines for use by the
Pakistan Environment Protection Agency (Pak-EPA).

#2. Another 21 project proposals for foreign investment in the environment
sector in Pakistan were appraised in terms df the’demands they would
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7.24

#3.

#3.

#3.

#4.

#4,

#S.

#5,

make on technical capacity in Pakistan. The appraisal method, developed
by the PEP-funded staff, was outlined and shown to us and appeared 1o
be very professional.

A streamlined and more efficient Phase II for the EPRC loan from the
World Bank is emerging. In reflecting lessons learned fiom the first
phase it will likely focus on just the provinces. We heard varying
estimates as to the size of the loan; MELGRD indicated that it would be
about US $70 million. This could be very significant in facilitating the
implemcntation of the NCS.

A federal strategy on climate change is emerging from a muluplc
committee process being coordinated by the ES.

The possible. omission of the forestry sector from the schedule of sectors
to be-subject to EIA under the new Pakistan Environmental Protection
Act (PEPA) was brought to the attention of the Pak-EPA by the ES.

A symposium for a broad audience was co-organized with ENERCON on
energy conservation.

A symposium on environmental health organized with the Ministry of

Health.

A training workshop on the use of the new EIA guidelines was drganjzad :
with the Pak-EPA, the crganization responsible for the administration of

the guidelines.

Fact sheets, work plans, programmes, and a budget were prepared for
Planning Commission representatives participating in the 1nterm1nlsterlal
Vision 2010 planning exercise.

Various briefs, conference speeches, etc., which we saw, have been

 prepared for use by the senior officials in the Planning Commission in

enabling them to make an informed contribution on behaif of Pakistan in
international debates and negotiations on environmental issites.

The above listing is illustrative of initiatives made possible with the PEP
funding. '

Weaknesses

Weak performance on the PEP is noticeable in:

the absence of a satisfactory capacity-building needs analysis;

the virtual absence of requests to the CPO for technical assistance; and,
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7.2.5

. the lack of action by the GOP in not providing what is a regularized ES
with permanent staff. ‘

With respect to the technical assistance, there were two requests made: one for -

EIA, the second for environmental management. There has been considerable

confusion over these, but their status in April "98 is that the first request has been.

withdrawn and the second has been revived.

The situation with respect to the status of the ES is somewhat odd. It appears
that the ES was approved as a regular office but without staff. Thus, although
the ES is not a "project” funded under the development budget, the staff are
borrowed from other departments. This has led to a reluctance on the part of the
Chief to provide his borrowed staff with training since they may be transferred
out at any time. There certainly appears to be a need for a re-examination of this
position on training. A degree of tension appears to have crept into an otherwise
productive working relationship between the PEP-funded and non-PEP-funded
staff. This appears due largely to the differential treatment afforded the two
categories of staff with respect to training. The PEP-funded staff, although they
complain of lack of opportunities for personal development, appear to have
attended several workshops. The non-PEP-funded staff should be treated more
equally. One simple example was the several unanswered requests, from the
non-PEP-funded staff, for training (by the PEP-funded staff) on the use of the

Internet.
Constraints

There are a number of constraints on the ES’s performance in realizing the PEP’s
objectives that were brought to vur attention.

1. A concern somewhat similar to that voiced at the NCS Unit is that the
NCS document is now seen as being outdated. Further, it was said that
it is pot organized in a way that readily leads to the formolation of
projects. Again, as with the related constraint highlighted by the NCS
Unit, this should be the subject of scrutiny during the mid-term review
of the NCS’s implementation. ‘

2. The ES, unlike the NCS Unit, has no access to the EPRC project funding,
since the ES only came into existence in Jate 1993 — well after the
EPRC project was designed and launched.

3. Only the Province of Punjab and the North West Frontier Province
{(NWFP) have a unit equivalent to that of the ES in the provincial-level
. PDD.
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7.2.6

7.3

7.3.1

4. There is a lack of staff to conduct some of the activities that really are
central to the work of the Planning Commission, such as:

. occasional field visits to sites of proposed projects or existing
projects; .
. discussions with parliamentarians to expand their understanding .

of the economics of the environment;

. working with other ministries’ staff to improve their performance
in environmental planning.

Recommendations

1 The above-mentioned constraints and weaknesses should be discussed

at the next PEP partners meeting with a view to ascertaining their
seriousness and their amelioration or elimination.

.-.2. If the request for two additional PLEP-funded staff (most likely on

_sustainability indicators; and, green accounting) materializes, as we
were told it would (along with a request for two more GOP-funded
staff), then CIDA should give serious consideration to supporiing this
request. . However, it should be made conditional upon the ES and
its staff being fully regularized (i.e., staff do not have to be ‘borrowed

from other agencies).

The Sustainable Development Policy Institute

Assumed Outcome of Activity: The Sought-After Capacities

A. - The enhanced and sustainable capacity of the SDPI to promote the
adoption and implementation of policies, in the public, private and NGO

sectors of Pakistani society, that are supportive of sustainable
development. ' :

More specifically, this overall outcome is to be realized through the
enhanced and sustainable capacity of the SDPL:

1. to manage the SDFI;

A to increase public awareness of sustainable development issues in
academia, government, the NGO community and the private
sector;

3. to promote public debate of key sustainable development issues;
4, to provide access to research and information on suostainable
»  development; ' '
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7.3.2

. to conduct successful advocacy programmes,

6. to contribute to improvements in existing policies of public,
private and NGO sector bodies.

B. "Products” realized from this enhanced and sustainable capacity.

~This statement of\assumed outcome is based on the RBM matrix of June 1997

and the July '96-June *97 Annual Report. The text of the SDPI's RBM matrix
is consistent throughout and much easier to read than those of the GOP units,
Under the outcomss column one finds listed what in this MTR report we would
regard as generic groupings of "product” outcomes. It is very easy to articulate
the capacities that would be required to reatize these products and, in our view.
such an exercise produces the above listing. It should be noted that there is some
combining of product outcomes in this listing (e.g., capacity #5, on advocacy,
combines three product outcomes). The most recent work plan made available
to us (for July-December '97) also follows the headings used in the completed
text of the RBM matrix.

L}

Overview

_.Approxima‘tely $1,341,900 (or 91%) of the $1,480,000 PEP budget allocated to

the SDPI had been spent as of 31% December 1997 — with noticeable cost

. overruns for "catalytic operations" (for which there was no line item in the

original budget) and for operations (see Section 10). It should be noted.

‘however, that the overall picture is not one of such a rapid disbursement as- may

at first appear, in that the fifth year was always intended to be one of low
expenditure. The formal position of the SDPL, as expressed in official documents,
is that all of the SDPP's projects fit into. or are supportive of, the priority

. objectives of the NCS. This is as it should be in the early stages of the

institution’s life. It was founded in August 1992 based on a recommendation in
the NCS document thal such an institute was much needed in Pakistan. The
funding from the PEP is not seen as being tied to a limited number of SDPI's
activities but as part of the support for ail activities. Thus, unlike the situation
with the GOP units, no distinction is made between staff members on the basis
of funding from the PEP. The SDPI has about 50 professional and support staff.

-However, it is known that in February 1998 two staff members were being

completely funded by the PEP and two areas of activity (or, in the language of
this review, the building of two areas of capacity) were hcavily reliant on the
PEP (i.e., #4 and #5 above).

In 1994 the PEP funding accounted for 87% of SDPI’s budget. For Fy '97-'98
this reliance on the PEP had dropped to 15%, primarily due to considerable
success in raising funds from other sources. The flexibility of the deployment
of the PEP funds is readily acknowledged as being of great value in enabling the
staff to mobilize these additional funds — both through the ability it affords the
staff to develop sound proposals and to leverage other funds.
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7.3.3

The general assessment is that the SDPI has made a very useful contribution to
Pakistan. Despite the rapid pace of disbursement. the PEP funds have added
considerable value to the efforts of Pakistanis to move towards a pattern of
development that is both environmentally and socially sustainable. In this regard,
it merits noting that the environment is the only sector in Pakistan in which
people are regularly consulted on their views. CIDA's contributions in the

* environment field also represent an additional, most valuable contribution in the

spheres of good governance and the fostering of a civil society. The FUCNP and
the SDPI, in particular, can claim credit here. Indeed, there are already signs that
the sought-after impacts on Pakistani society and its development — listed under
“impacts” in the SDPI’s RBM matrix — are beginning to oceur.

Since there is oﬁ]y 9% of the budget remaining for the remaining 18 months {or
30%) of the PEP’s duration, one has (o assume that the SDPI will have exhausted
its PEP funding by the end of the planned 5 years of the PEP. If there were no

“second phase of funding, the SDPI would continue. What would not continue,

we were told, would be some of the more significant functions for which funding
is so hard to obtain. In sum, however, our view is that the funds have been used

efficiently. -

Major Achievements

The text on the SDPI for the "Results: Outputs and Outcomes ’94-'97" volume |

of the Internal MTR, uniike that for the two GOP institutions, is straight
narrative, based on annual reports. This proved to be far easier to read. It is
based on annual reports. '

In the broadest sénse, given the programme’s objective of building the sustainable
capacity of the four institutions, the biggest achievement for the SDPI is to have
almost attained that state of sustainability. This is discdssed further in Section
9, but warranits some comment here.

As with the two GOP units one can make the disunction between immediate,
"bought" capacity and sustainable capacity. However, for two reasons, the SDPI
has achieved a very different position as compared with, say, the NCS Unit.

Firstly, given its position as a NGO, when the PEP funding runs out there will
be no threat of the sudden termination of funding from one other key source (in

the case of the GOP units, this key source is the Ministry of Finance of the-

GGP).

Secondly, given its ability to enter the funding market, the 8DPI is in a position,

while receiving PEP funding, to go out and raise additional funding — as much

as it is capable of — and to retain this for its own use. It has done this and it
has been relatively successful at it. Although the GOP units can assist others
outside of the GOP to lacate funds they have limited scope for raising funds for
their own budgets in an cntreprencurial way. This scope is limited because their
financial dllocations have to be approved by other bodies in the GOP and are
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subject to other considerations beyond their control. Thus even if they were to
receive access to loan funds such as those that are avaitable to the NC§ Unit
under the loan from the World Bank for the EPRC Project, the scope for them
to control the entire amount is very limited. :

Put another way, even though the test for sustainable funding for both a GOP
unit and a NGO could be expressed conceptually as the ability to continue to
raise funds from traditional categories of funding (that can be expected to
continue to exist). the categories of traditional funding sources for the NGOs are
very different from those for the GOP units.

In short, the test of sustainability for a GOP unit is that it can convince the
Cabinet to make it a regular unit with a ful] complement of permanent staff. The
test of sustainability for # NGO is whether it can continue to raise funds from
sources such as donors, international foundations, and the privaie sector and
general public in Pakistan. '

However, in order for the SDP! to continue to raise funds and thus to continue
to function effectively, it will have to do reasonably well in building its capacity
(as outlined above) to perform the functions expected of it. If not, it will not
attract funding. Thus a similar analysis of performance in building sustainable
capacity and realizing "products” from that capacity is called for,

Some of the outcomes. or components of capacity, that have materialized ot that

appear to be materializing relative to the building of sustainable institutional
capacities, are as follows. The numbers refer to the capacities identified under

*A'in Section 7.3.1 above.

#1. Manual on management procedures and a reasonably good operating
structure to support catalytic action on the part of the institution. -

#1. © An office of Personnel providing, imter alia, attention to carcer
. development.

#1. A local area network (LLAN) and Internet connection.
#1. A system for organizing training programmes.

#2. Systems for producing internal working papers, research reports,
externally published papers, books, etc.

#2. Staff time available for meeting visitors.
#3.  Institutionalized linkages with the media.

#3. Systems for organizing conferences and workshops.
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#3/4. A system for producing publications for reaching both Urdu and English
readers. ‘ '

#4, A Resource Centre library providing a system for cataloguing books and
facilitating inter-library exchanges.

#5. A procedure for ensuring that cach advocacy issue is pursued through the
mode of operation most suited (o its particular characteristics (such modes
ranging from seminars, to networking, public interest litigation, lobbying,
press conferences, sighature campaigns, demonstrations, ‘etc.).

#5. Membership in networks and staff skilled in utilizing the networks.

#6. Instruments in place for maintaining open dialogue with governments
' (even interim governments) on environmental policy {e.g., SDPI’s role as
secretariat for the Enviromnental Standards Committee of the PEPC).

#6. A sysiematic approach to the organization of conterences. comimnittees etc,
) to obtain a broad base of input into processes aimed at producing sound
advice.

#6. A systematic approach to organizing responses (o requests for policy
briefs, assistance for parliamentarians, etc.

#6. A system for emsuring the relevance of research work to policy
requirements.

#6. Skills in fund-raising for research.

These are some of the component systems, etc. that came to our attention. A
number of these, but not enough of them, are being reported on in a way that
makes clear that these are the types of outcomes being sought by CIDA through
the PEP. Although the annual reports of the SDPI are well written, the attention, '
when discussing "outcomes", is focused on the "product” outcomes rather than
capacities or components of capacity.

Turning to some of the more significant "product” outcomes — these have been
derived from.cither or both of: (mhaving the above-mentioned systems in place,
or (b) having hired staff with the skilis to deliver the products. Again, a brief
listing, using the same numbering systems as under *A’ in Section 7.3.1, is as

follows.

#1. A management review of the SDPI has recently been conducted and
appropriate follow up is being considered by the board.

- #1. Staff time is freed up for research. advocacy and policy advice,

#1. Staff training needs are being met (€.8.. on’ 'computers).
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#1.

#2,

#2.

#3.

#3.

#4,

#4.

#5.

SDPl is about to be contracted by the CPO 1o provide training
programmes funded by the PEP. '

A large number of working papers, research reports (35 in the 96-°97
year) and a few books have been completed, with several being published

'in national and international journals. These cover the 14 priority areas

of the NCS, among other subjects. with a particularly strong contribution
on sustainable agriculture, forestry, and industrial poilution. Some
international agencies are also clients (e.g.. UNEP’s funding of a report
on Climate Change). Also about 24 articles were written for the press in
the '96-'97 reporting year.

“There are 15-25 visitors each week to the Executive Director or Deputy

Director ~— enabling a sharing of views, eic.

There is extensive media coverage (388 print appearances in one year),
despite the limited number of press conferences.

There has been a number of sizeable conferences (e.g., on "Green
Economics” in 1995-'96 and on "Youth and the Environment” in the

same year).

There js an extensive range of publications, for reaching different
audiences, that inciude, inter alia: "SDPI News and Research Bulletin™;
the "Annual Citizens' Report”; "Development  Database™ and
“Development Monitor”, One publication, the "Pakistan Environmental
Digest” is specifically tracking, through the collation of news articles,

_progress on the implementation of the NCS. Unfortunately, the funding

from the Asia Foundation was about to terminate in March 1998. It may
be a way of keeping track of the NCS that would warrant funding from
the PEP. However. a reader survey should be conducted first.

A library holding of over 9,000 books and 1,600 documents has attracted

a growing membership (doubling from 87 to 167 in the "96-'97 year),
and an increasing number of visitors to the Resource Centre (8-12 daily).
In addition, the Centre handles about 8-12 requesis for written

inforrnation daily.

There has been a number of successful advocacy campaigns, in which the
SDPI actively champions issues.  They include, inter alia:

. the Jargely successful convincing of WAPDA to modify its plan
for the Ghazi Barotha hydro-power project;

. the successful campaign to ban the importing of obsolete
technology from Denmurk for the preduction of chlor-alkali:
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#5,

#6.

#6.

. the successful campaign for the withdrawal of the NGO bill
aimed at imposing stringent controls on NGOs; and,

. the successful lobbying for the PEPA.

These and other campaigns have generally involved SDPI in utilizing or
establishing extensive networks of contracts. They have ‘raised the
consciousness on environmental issues of groups from rural areas to
cabinet ministers. '

Otther, less driven, more relaxed advocacy efforts have utilized more
conventional workshops, seminars, panel discussions and video shows.
SDPI estimates jt mounted 59 separate evenls of this nature in the *96-"97
year alone.

Improvements to be introduced through new government policies and/or
practice, include, inter alia: :

. promulgation by Parliament and the signing into law of the new
' PEPA, reputedly the first piece of environmental legislation to be
passed by the GOP since the couniry gained independence in
1947 - an act for which the SDPI had lobbicd hard for over a

year;

»  the acceptance of SDPI's advice on the National Environmental
Quality Standards (NEQS);

. contributions to the new forestry policy;

+  the ongoing work on the Task Force on Poverty Eradication (of
which a staff member of SDPI is an active member); and,

. contributions to the forthcoming 9" Plan.

Improvements in existing government policies and/or practices include,
inter alia: ' '

modifications (with more expected) to the marketing and
advertising of pesticides; '

. Pakistan’s position on cotton production (for a UNEP debate);

. discussions with the Prime Minister’s Cultural .Adviser on
"sustainable livelihoods”;

. research on the role of judicial institutions in environmental

protection, the ﬁndm% of whu.h were accepted almost in thetr
enlirety. :
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7.3.5

#6. Improvements in private sector policies and/or practices include, inter

ahia:
. provision of advice 1o industrialists, on appropriate technologics
B to adopt for production processes, following the acceptance of
SDPI’'s advice (o the government on requisite changes in this
field.
#6. - lIinprovements in NGO sector policies and/or practices include. inter alia:
. assessment of the viability of water supply schemes being

returned 1o local community control (with only 14 of 50 schemes
being found potentially viable).

The above listing is illustrative of initiatives made possible with PEP funding.
Weaknesses
Weak performance on the PEP is noticeable in:

. the absence of a satisfaclory capacity-building nceds analysis:

. the tardiness with which the Canadian authors of the management review

of the SDPI completed their assignment through no fault of the SDPL the
IUCNP as Executing Agency, or the CPO;

. the inattention to market resecarch on the potential readership of
documents (a problem here being that the SDPI, being on the cutting
edge of the policy research/advice business in Pakisian, is having to
develop its market from scratch);

. poor financial management (see Section 10);

v inadequate follow up on policy advice offered fo governments.

The question of marketing publications has prompted the SDPI to start work on
a formal strategy in this area. The intention, expressed to the MTR team, was

to "piggy-back” on the TUCNP’s recent request for technical assistance on the
marketing of two of its publications ("Jareeda” and "The Way Ahead").

Constraints

There are few, if any. obvious constraints confronting the SDPI in its work. other
than the political instability which has disrupted dialogue with the government

of the day and, at times. ied to investments of time and effort shawing little

return. However, the SDPI appears to have devised ways of maintaining open
channels of communication with the civil scrvants and political leaders even in




7.3.6

7.4

7.4.1

7.4.1.1

times when liftle can be accomplished. In sum, the SDPI appears to be making
the best of its operating envirommnent.

Recommendations

1. The above-mentioned weaknesses should be discussed by the SDFI’s
Board ol Governors and, shortly thereafter if that discussion can be
organized soon, by the PEP partners, with a view to their
amelioration or elimination.

2. Although not a weakness that bas affected the operation of the PEP,
{he SDPI’s Board of Governors and the PEP partners should
consider devising a funding strategy for the SDP] to ensure that the
organization retains a modicum of funding that is flexible in its use.

The IUCN — Pakistan

All six of the [UCNP’s units that are being subject to institutional strengthening
through the PEP are discussed here. Noie, however. that for improved clarity of
analysis the [UCNP’s Business and Law Unit has been discussed as two separate
programmes. The comments fullow a format similar to that utilized in reviewing
the progress on results achieved with the other three institutions,

The [UCNP’s Programme Directorate

- Assumed Outcome of Activity: The Sought-After Capacities

A. The enhanced and sustainable capacity of the Programme Directorate (and
thus of the ITUCNP) to ensure that the IJUCNP’s projects and programme
contribute ~effectively to the overall IUCN mission and to the
implementation of the NCS in Pakistan. ,

More specifically, this overall oulcome is o be realized through the
enhanced and sustainable capacity of the Programme Directorate (PD):

1, 10 integrate and strategically focus the JIUCNP’s programme;

2. to support the development of projects that are both fundable and
effective;

3. to ensure the effective monitoring and evaluation of the IUCNP's

projects. and programme;

4. . to ensure effective programme management,
5. to contribute to the IUCNP's general policy making and
administration; '
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6. to manage the Regional Programme to the benefit of both the
IUCNP and other JUCN offices in the region of South and East
Asia.’

B. "Products” realized from this enhanced and sustainable capacity

This statemnent of assumed outcome is based primarily on the RBM matrix of
June 1997. with the overall outcome being derived from the presentation made
to the MTR team on 2 December. 1997. The MTR commenced shortly after the
Programme Support Unit (PSU) had evolved into the PD with its expanded
responsibilities. Since this evolution is seen as being part of the institutional

~ stgengthening process, we will refer to the unit as the PD.

Overview

Approximately $533,000 (or 56%) of the $944,800 PEP budget allocated to the
PD had been spent as of 31 December, 1997. There were four persons on the
PD’s staff in late December '97. There were also plans to hire another three,
The allocation of PEP funds is discussed in Section 10; suffice it to say here that,
since the use of the funds is flexible, distinctions are not made berween PEP and
non-PEP-funded staff in thosc units recciving PEP funding.

“The general assessment is that a lot has been done to strengthen the PD through

the use of PEP funding and that this has added value to the effectivencss of the
IUCNP's projects and programme. The PD is probably the foremost performer
of the six IUCNP units in terms of the extent to which it has artempted to
introduce a systems approach to its work. This is not to say that all of these
atternpts have been successful, but they are being made and where there are
weaknesses they are openly acknowledged and thought about. Given the PD’s
responsibility for maintaining an overview of all IUCNP activity. this

. predisposition towards the use of systems is not surprising. What is surprising

is that. as with the other three institutions already commented upon. the text for
the RBM matrix for the PD has not highlighted the enhancement of capacity mn
the outcomes column, but instead confined itself to what we are calling the
"products” of that enhanced capacity. However, it is easy W infer from these,
"products” what capacities should be sought — hence the above listing of
assumed outcomes. Yet, despite this ease with which one can draw these
inferences, one does not see any emphasis in the "activities” and "outputs”
columns on putting in place the requisite systems etc. to provide the sustainable
capacity sought.

‘A considerable amount of time has had to be spent, on behalf of the TIUCNE, on
wrestling with the concept of RBM and with trying to make the PITS functional.
This is time that.should not have been required of the PD if CIDA had had truly
operational systems to offer the Pakistanis. Thus one has to conclude that while
the use of some of the PD's time has been inefficient. it is not of their making

for the most pari,
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Major Achievements

The text on the PD for the “Results: Outputs and Outcomes "94-'97" volume of
the Infernal MTR presents a very succinct summary of key points to consider in
the review. It appears to be based on annual reports and it proved helpful.

As with the other units considered thus far, the PD has enhanced its immediate-

. term institutional capacity by "buying” highly qualified staff. These staff have

benefited from the advice of earlier management reviews of the JIUCNP and, to
some extent, this is reflected in some of the changes in the way they do their
business — one example being the 1mproved use of committees for programme

integration.

With respect to moving towards sustainability, the PD has to be regarded as a
unit that will precept on the projects of other units — given its role as a support
and directing unit. However, it alsa has a central role to play in keeping the

“TUCNP at the cutting edge of what has to be done — where there should be an

effective demand for the IUCNP's presence — and for which financial

~supporters, including donors, should be available. Its staff are conscious of this
“role. Indeed this role, along with that of making the IUCNP a leammg

organization", should be salient features of their work.

Some of the outcomes, or components of capacity, that have materialized or that
appear o be materializing relative to the building of sustainable institutional
capacu.les are as follows. The numbers refer to the capacities identified under
A’ in Section 7.4.1.1.

#1. Systemns for rendering operational the integration of inputs of the

JUCNP's thematic units into the work of any one project (e.g., through

~ the incorporation of cross-charges in project budgets, or through
framework agreements).

#1/4. A system for managing framework agreements.

#1. Tools being developed for planning results-focused projects (e. g., ZOPP,
SWOT. RBM).

- #1. A 3-year strategic planning process that is being developed to focus work

- on Pakistan’s priority needs.

#2, Systems in place for designing, reviewing and reporting on progress with
proposals, and for raising funds for projects. (The Project Management
Procedures Manual is relevant here. ailhough its former title — Project
Proposal Development Procedures Manual is more accurate.) ‘

#2/4. Systcms being put in place for enhancing the effectiveness of project
opcranons (e.g., for the design of TOR for pro;cct consultants).




#2. A draft policy‘position cxists to guide the JUCNP's response to requests
from member NGOs for the endorsement of proposals for which funding
is being sought.

#3. Systemns being refined for monitoring and evaluvating progress being made
in realizing intended objcctives of projects.

#3/5. A system being developed for internalizing lessons to be learned from
previous project experiences. ' '

#3. A framework being developed for planning, monitoring and evaluating
framework agreements.

#4. Standards being developed for progress reports.
#3. A "Human Resources Management Systems Manual” (May 97) in place.

#a. A concept paper, endorsed by all units, outlining the Regional
Programme’s objectives, management, and activities.

#7.  Instituljonalized methods that can be applied to other countries’
situations.

These are some of the component systems, efc., that came to our attention.
Compared with the other units reported on above (i.e., NCS Unit, ES and SDPI)
more, but not enough, of these are being reported on, but not in a way that
always makes it clear that these are the types of outcomes being sought by CIDA
through the PEP. Thus, although good work is being done on building
sustainable capacities, it is not being highlighted as such in a systematic way in
the reports.

Turning to some of the more significant "product” outcomes — these have been
derived from either or both of: (a)having the above-mentioned systems in-place,
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering systems as under ‘A’ in Section 7.4.1.1, is as

follows. :

#1. A more holistic approach and integrated operations are being reflected in
the thematic units’ inputs into project designs (e.g., the Northern Areas
Conservation Strategy design).

#1.  Weekly meetings of the heads of the Karachi-based units are taking place
to maximize the opportunities for an integrated approach to the design
and operation of IUCNP’s programme and projects.

#1/2. Projects are being launched. with a results focus. that are being supported
by other donors than CIDA. -




#1/2.

#2.

#3/5.

#3.
#3.
3.
#4.
#4.
#4.

#6.

#6.

Longer term suppott is being obtained through framework agreements. -

The funding base is expanding well beyond CIDA to include NORAD,
SDC, RNE, WB, EC, UNDP, etc.

Tangible signs of a learning organization are emerging:

. the Sarhad Provincial Conservation Strategy (SPCS) was the first
to incorporate an approach to internalizing lessons to be learned;

. the Biodiversity Project followed: and,

. the strengths and weaknesses of the RBM approach used in the
PEP are being noted for the modified application elsewhere.

The NORAD Frame Agreement incorporates a framework for planning,
monitoring and evaluating projects.

An internal review of the NGO/Community Support Unit (NGO/CSU)
has been conducted.

. TOR for a Coordinator and three officers for the EC project were

developed.

Contributions were made to the plan of operations for the Balochistan
Conservation Strategy.

Contributions were made to the hiring of staff for the Upland
Rehabilitation Project and the Biodiversity Project.

The Second Frame Agreement with NORAD was initiated, and one is
being negotiated with the SDC.

Advice was given to, and accepted by, various regional offices of the
TUCN: :

. Bangladesh — on a programme and management review and new

priorities and project concepts;
. Nepal — on a programime review; and
. Sri Lanka — on a programme review.

Advice was given to and accepted by the Canadian High Commission
(CHQ) in Dhaka, based on an evaluation of the CHC’s Environmental
Initiatives Fund.

The above listing is illustrative of initiatives made possible with the PEP funding.
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7.4.1.5

7.4.1.6

‘Weaknesses
Weak performance on the PEP is noticeable in:
. the absence of a satisfactory capacity-building needs analysis;

. an overly ambitious scheduling of work by an overworked staif that has
highlighted the need for an institutionalized approach to work planning
and the linking of budgets tc work plans. _ -

:

Constraints

The prime constraint on the effectiveness of the PD is the difficulty associated
with funding a core operation of a NGO. In essence, the challenge for the PD
had been one of maintaining a very careful balance between the activities that it
could take on and the funds that could be made available to this service unit.

However, the rapid growth of the IUCNP, from an organization with 33 staff in
three offices in the early *Nineties to one with 180 staff in five offices today, has
necessarily forced a reconsideration of management modes.

- The issue of possible decentralization of some of the PD’s functions is being

given serious consideration. There is clearly a need to mainfain a strong core 1o
retain the coherence of the organization. However, the staff are conscious thal
it is difficult to provide the best support possible to all five offices from one
Jocation. This is, however, the type of issue that the PEP is designed to heip
resolve.

The other consxrain‘t‘on the PD is the inordinate amount of time that has had to
be expended on the adoption of RBM and on the development of the
Performance Indicator Tracking System (PITS). This is discussed in Section 6.

In sum, however, the IUCNP is an impressive NGO and compared with many
NGOs, especially those in developing countries, it is very well run. The FD has
played a useful role in the achievement of this degree of success.

™~

Recommendations

1. The above-mentioned constraints and weaknesses should be discussed
by the IUCNP’s Senior Management Group (SMG) and, shortly
therealter if that discussion can be organized soon, by the PEP
partners, with a view to their amelioration or elimination.




7.4.2 The IUCNP’s Strategies Support Unit

7.4.2.1 Assumed Qutcome of Activity: The Sought-After Capacities

A. The enhanced and sustainable capacity of the Strategies Support Unit
(and thus of the IUCNP) to promote and facilitate the formulation and
- implementation of conservation strategies.

More specificaily, this overall outcome is to be realized through the
enhanced and sustainable capacity of the Strategies Support Unit (SSU):

1. to manage programmes, such as the PEP, efficiently and
effectively;
2. . to assist GOP uniis to meet their obligations to programmes, such

as the PEP, of which they are a part;

3. to maintain effective links, for programme collaboration, with
international institutions, such as the CPO and the IUCN’s
regional offices, that are outside Pakistan;

4. to promote and develop provincial and local conservation
strategies;
5. to maintain productive links with intemnational donors, and the
~ federal and provincial governments in Pakistan, as sources of
funding;
6. to maintain productive relations with governments in Pakistan in

support of the implementation of the NCS; and,

7. to contribute to the planning and management of the IUCNP’s -
programime.

~ . . . -
‘B. "Products” realized from this enhanced and sustainable capacity.

This statement of assumed outcome is based primarily on the RBM matrix of
June 1997 and the "Results: Qutputs and Outcomes *94-"97“ volume of the
Internal MTR.

Note that the compieted RBM matrix for the SSU includes coverage of the 58U -
as the institutional base for the PEP’s Manager. However, the role of the IUCNP
as the Executing Agency has been considered in Section 3. Thus, in this section,
relative to the first three cutcomes of the above list, we will confine our attention

to what may have been contributed, by the PEP, to the strengthening of the SSU
as a unit. Since the unijt obviously should have the sustainable capacity to
manage programumes such as (but also other than) the PEP, the articulation of the
first three outcomes in the above list is designed to refiect this interest.
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7.4.2.3

Overview

Approximately $552,000 (or 66%) of the $833,300 PEF budget allocated to the
SSU had been spent as of 31% December 1997. At that time, there was one
professional and one secretary on the SSU’s staff full time (the PEP Manager)
and one person for one-fifth of his time. The use of the PEP funds is flexible
although it is primarily for financing the PEP Manager and his operations.
Distinctions are not made between PEP and non-PEP-funded staff. The PEP
funding has been very valuable in facilitating the launching of several strategies,
a process that may involve a staff member gradually increasing his/her funding
from another source and reducing demands on the PEP funds commensurately.
This is the situation experienced with the Director of the SSU whe, in May 97,
temporarily moved to the Balochistan Conservation Strategy office in Quetta,

~ where he is currently funded 100% by the Dutch for the 80% of his time spent

there and the remaining 20% spent at the Islamabad office.

The general assessment is that the PEP funding to the SSU is adding considerable
value to Pakistani efforts to implement the NCS — an activity central to the
8SU’s role — and to the building of sustainable institutional capacity for the
SSU to perform its functions. This latter activity is being pursued in a

~ reasonably efficient manner. In addition to providing the base from which the

launching of the PEP was organized and from which the PEP is now being
managed, the SSU has also initiated three provincial conservation sirategies (in
NWFEP, in Balochistan and in the Northern Areas) that are fully fledged projects
with support from other donors. Proposals for three other strategies are at
various stages of finalization (i.e., those for Punjab, Sindh, and the Azad Jammu
and Kashmir-AJK-region).

Each of these strategies is a major undertaking and the SSU has had to learn fast
from its initial experiences. Regrettably, but not surprisingly given that the PEP
is rooted in the recognition that these units require strengthening, some of those
lessons have had to be derived from mistakes. One major mistake was the choice
made in the hiring of the initial Project Coordinator. It may be that this choice
was also influenced by the expectation that each of the nine units being
strengthened would be self-starters, given the past enthusiasm with which the
NCS document had been prepared, and that a coordinator would be all that would
be required. The Project Manager, hired in May ’97, has brought a much-needed
improvement to the management of the PEP, something that is discussed further
in Sections 3 and 9,

‘Major Achievements

The text on the SSU for the "Results: Outputs and Outcomes '94-'97" volume of
the Internal MTR is reasonably easy to read. However, the text used for the
discussion of the outcomes, which is derived from the '96-'97 Annual Report,
again fails to highlight the contributions that have been made te the building of
sustainable institutional capacity. Having said that, it is clear from reading
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various reports and from our discussions that a good number of components of
that capacity have emerged.

Some of the cutcomes, or components of capacity, that have materialized, or that
appear to be materializing relative to the building of sustainable institutionai

capacities, are as follows. The numbers refer to the capacities identified under '

'A' in Section 7.4.2.1.

#1.

#¥1.

CH#1/2.

~H#2,

#2.

#3,

#3,

#4,

#5.

#5.

A system for developing contracts with programme partners and
cansultants.

Systems for the management of information pertaining to programme
governance and content are evolving. ' '

A systemn for providing guidance to partners on their roles in the
implementation of the project and in reporting is evolving.

Systems utilized in the JUCNP's ongoing work are being modified to
support the GOP units in:

. “administering their contractual obligations (e.g., recruitment and
remuneration of contract personnel; procurement of project

equipment); and,
. organizing workshops and conferences.

Experience gained in establishing consensus in collaborative work with
the GOP, if documented, should prove to be of great value.

stems for organizing missions by foreign consultants are being put in
b E g Y g gp
place.

Experience gained in shaping common understanding of a project, if
docurnented, should prove very valuable.

A systern for promoting the development and implementation of
conservation strategies covering key considerations at all stages in the
process, including: catatyzing initial interest; maintaining that interest
during .follow up; orchestrating meetings involving citizens; and,
providing technical backstopping and general support to key players.

A network of donors demonstrating a tangible interest in supporting the
implementation of the strategies and the transfer of experience gained on
one strategy to another strategy, albeit supported by a different donor.

The existence of several strategies that each contributed to the creation
of an enabling environment for the work of the donors.




- #6.

#6.

#7.

An institutionalized procedure for systematic dialogue through project
steering committees provides opportunity for maintaining continuing
relations and follow up by staff. '

A -systematic approach to the organization of joint projects with
governments.

An array of SSU contracts provides a network through which
information, on the priority concerns of a broad range of groups in
Pakistan, can be obtained to help shape IUCNP's priorities.

These are some of the component systerms, etc., that came to our attention. A
number of them are mentioned in reports but generally not in a way that makes
it clear that these are the types of outcomes being sought by CIDA through the
PEP. Thus, again, although good work is being done on building sustainable
capacities it is not being highlighted as such in a systematic way in the reports.

Tuming to some of the more significant "product” outcomes — these have been
derived from either or both of: (2} having the above-mentioned systems in place;
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering system as under *A’ in Section 7.4.2.1 above,
is as follows.

#1.

#2.

#2,

#3.

#5.

#3.

The preparalio'n of the PEP partners and the briefings for the MTR team’s
visits were efficient and useful.

N
The GOP units were assisted in the recruitment of staff for the PEP.

The NCS Unit was assisted in: the organization of the ISO 14000
conference; and the establishment of the NGO Fund.

Several multi-person missions have been organized for CPO personnel or
facilitated for others (including CIDA personnel).

Conservation strategies are being worked on in three areas (NWFD,
Balochistan, the Northern Areas) and proposals are at various stages of
finalization in three other areas (Punjab, Sindh, AJK}.

There was a relatively swift process leading to the provision of financial

support by the SDC for Phase 2 of the SPCS and by the RNE for support
for the Balochistan Conservation Strategy (BCS).

The concept of framework agreements, whereby donors may undertake
to fund several projects, may provide a vehicle through which NORAD

and the SDC may fund, inter alia, the NACS.

L ]
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#5.

#5/6.

#o,

#7.

The GOP and provincial governments are providing some funding for the’
implementation of the NCS {(albeit insufficient) and several provincial
strategies.

In the February *97 election campaign, both major parties — the Pakistan
People’s Party and the Pakistan Muslim League ~— mentioned the NCS |
in their manifestos.

The relationship between the IUCNP and the GOP units has evolved from
one in which there was, quite understandably, initial tension over matters
such as the control of funds to one which appears to be more conducive
to collaboration. Given the novelty and, more importantly, the untested

‘nature of the TUCNP’s role as executing agency for a programme in

which govemmcnt units are key players, this is remarkable.

The SSU often with other IUCNP umnits, has responded to invitations to
contribute to the work of the GOP in implementing the NCS (e.g., work
on the 8" and 9" Plans with respect to the section or chapter on the
environment) and has also taken the initiative to co-sponsor field projects
(e.g., the biodiversity conservation project with a rural community; an

upland rehabilitation project involving rural communities; a biodiversity: 2 7

action plan; and, a protected areas management plan project).

An assessment of the needs of various federal agencies, relative to
environment assessment, (organized by the SSU but utilizing the services
of the TUCNP’s Environmental Assessment Unit) provided considerable
understanding of the situation facing the GOP, beyond the issue of .
environmental assessment (EA), and has helped refine the IUCNP’s
pnontles .

The above listing is illustrative of initiatives made possible with the PEP fundi'ng'...

Weaknesses ' ' o

Weak performance on the PEP is noticeable in: - | k

the absence of a satisfactory capacity-bﬁilding needs analysis;

insufficient attention to work planning based on: objectives that
emphasize the sustainable institutional capacities and elements of those .-

| capacities sought; realistic schedules; clear targets to be met; and, direct -
‘links with budgets; :

reporting that has not hlghlwhted the efforts being made to bulld
sustainable institutional capacities.
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7.4.2.6

7.4.3

7.4.3.1

Constraints

The constraints upon the SSU staif in their iead role in executing the PEP are

discussed in Section 3. The constraints on the SSU in strengthening the SSU and
in performing its other roles owe their origins, in part, to those larger, PEP-
related considerations. However, in part they also arise from the other activities
of the SSU, such as the work on promoting and implementing provincial

strategies.

The progress on this work is subject to the constraints of the limited capacities
at the provincial level to perform the newly devised roles for government. Thus
progress on the implementation of the SPCS is dependent, in many respects, on
the strengthening of the provincial environmental protection agency and other
provincial bodies. In short, as is emphasized in Section 2, in the discussion of

- the definition of institutiona! development, it is virtually impossible to think of
“the strengthening of a few institutions as a discrete package of activity that will

solve a set of problems that are manifested throughout a system (in this instance
the total envirommental management system) of which those institutions are a
part.

Recommendation§

1. The above-mentioned constraints and weaknesses should be discussed
by the IUCNP’s SMG and, shortly thereafter if that discussion can
be organized soon, by the PEP partners, with a view to their
amelioration or elimination.

The TUCNP’s NGO/Cdmmunity Support Unit
Assumed Qutcome of Activity: The Sought-After Capacities

A. The enhanced and sustainable capacity of the NGO/Community Support
Unit (and thus of the IUCNP) to ensure community and NGO
participation in the implementation of the NCS.

More specifically, this overall outcome is to be realized through the
enhanced and sustainable capacity of the NGO!Commumty Support Unit
(NGO/CSU):

1. to develop strategies for assisting communities to organize and
bccome involved in environmental managcrne.m projects;

2. to strengthen the sustainable institutional capacity of NGOs to
manage themselves;

3, to strengthen mechanisms for the mobilization of ﬁnapcnal :

resources for NGOs working on the environment; "

—




4. to enhance ‘the environmental management capacities of NGOs;
s to incorporate gender considerations into the work of the TUCNP;

6.  to contribute to the planning, management, and field operations
of the JTUCNP's programme.

B. "Products” realized from this enha_nced and sustainable capacity

This statement of assumed outcome is based on a combination of the completed
RBM matrix of June 1997, the "Resuits: Qutputs and Qutcomes *94-"97" volume
of the Intemal MTR, the *96-"97 Annual Report, and the presentation to the MTR "
team on 2™ December 1997. The overall outcome is derived from the '96-"97
Annual Report. Since the above list of capacities (under *A’) does reflect some
changes to the listing of eight clusters of activity in the RBM matrix, the

‘inodifications warrant some comment.

" As with all of the nine units being strengthened through the PEP, the outcome o

statement is designed to emphasize the capacities of those units that are being
strengthened (whether that strengthenung is explicit or implicit). In the RBM
matrix it is the last cluster of activity listed (#8) that purports to address the need
to strengthen the NGO/CSU. However, that appears to be lending a very narrow .
interpretation to the task of strengthening the unit; and at the same time it is
attempting to address the contribution of the NGO/CSU to other activities of the
TUCNEP. In the above, revised list of capacities as outtcomes the intent is to make
clear that the Unit's capacities are being strengthened in the ways implied, as it
undértakes its work on all fronts. This then leaves the last capacity in the above
list (#6) to focus on the capacity to make a positive contribution to JUCNP’s
pianning, management and field operations. This terminology for #6 seems to.

- better reflect what we learned was being done.

The first of the above-listed capacities attempts to combine the capacities that the
Unit would require in order to perform the types of activities and realize the
types of outcomes referred to in the first three clusters of activity listed in the
RBM matrix. It is recognized that, while clusters #2 and #3 in the RBM matrix
are virtually identical, there is some distinction between them and cluster #1 in
terms of the skilis that may be required. However, it would also seem that by
combining these three in the above listing of capacities one is also giving more
recoguition to: | .
. the fact that other organizations (whether NGOs or Community-based

Organizations — CBOs) are likely to be involved in this exercise of

organizing communities for involvement (as is implied in cluster #1.3 in .

the RBM matrix); and,

. the desirability of organizing communities (not just NGOs) to participate
' ir the development of conservation strategies. (addressed in clusters #2
and #3 in the RBM matrix). ' i

ty .
t
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The second of the above-listed” capacities has been slightly reworded to
emphasize:

. the intent, namely to focus on the capacity of the NGOs to manage
themselves (as opposed to the other institutional capacities that are being
addre;sed in the other efforts of the Unit); and,

. that the key feature of the capacity to manage, that is of interest, is the
sustainability of the institutional capacity.

The third of the above-listed capacities has been modified slightly to reflect a
concern expressed to us that the RBM matrix did not sufficiently reflect the effort
that has been put into assisting NGOs to raise funds. This provides a good
illustration of the point made in Section 2 about the articulation of an "outcome”
being expressed in a way that leaves open some options for how the outcome
may be achieved. Thus, in this case, the long-term interest of the JUCNP is to
have a NGQ/CSU that has the capacity to help mcbilize funds for other NGOs.
Such a capacity embraces both helping other NGOs to raise funds and helping
to put in place funding institutions (like the NGO Fund in the MELGRD).
Indeed, it also embraces the raising of funds for NGOs, something that we heard
evidence of having happened. .

!

Overview

- Approximately $296,000 (or 56%) of the $526,300 PEP budget allocated to the

NGO/CSU had been spent as of 31" December 1997. At that time there were

two professionals and a half-time secretary on the Unit’s staff. The use of the

funds is flexible and it.was remarked to us how valuable this had been for
assisting the Unit in becoming involved in jointly planning activities with other
units — especially those that can benefit greatly from the Unit’s input to their
field ‘operations. Given this, and the excellent work that the Unit is doing,iit is
unfortunate that the involvement or at least consultation of the Unit is not called
for in every TUCNP project with a field component. Indeed, the PMA suggests,

" in his report on his October '97 mission, that this should be required of such
- projects. o

The general assessment is that the PEP funding to the NGO/CSU is adding

considerable value to the efforts of the Pakistanis to implement the NCS. The

greater involvement of NGOs, CBOs and otherwise unorganized citizens in

environmental management projects is tangible evidence of people having
recognized that they have to assume more responsibility for moving the country

towards environmentally sustainable development. As the discussion of the

TEMS in Section 2 makes clear, ensuring that people assume this responsibility
is the first of the three macro-functions that have to be performed on behalf of
society by the GOP and closely related institutions such as the TUCNP and SDPL

The strengthening of the NGO/CSU is taking place in a reasonably efficient

manner and it is positioning the IUCNP to make a stronger contribution at the
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field Jevel. This field level involvement is important for the IUCNP because of
the greater focus on policy-level issues. There is a great need for this policy-
level involvement from an NGO but it is important that the policy advice be
informed by grass-roots experience. The feedback from the work of the
NGO/CSU can help to ensuze this. '

Major Achievements

The text on the NGO/CSU for the "Results: Qutputs and Outcomes '94-'97"

volume of the Internal MTR has some useful data in it. It proved somewhat
difficult to read for the reasons given in explaining the re-articulation, in Section
7.4.3.1, of the capacities sought as outcomes. The text in the Annual Report *96-

"97, although suffering the same structural problem, is far easier to read as -

narrative. - ‘From the summary in that report it appears that the Unit has
interpreted its role within the PEP as one that gives little attention to enhancing
the capacity of the Unit to perform its various tasks. However, the fact that it
notes, in the second paragraph of that summary, that certain of its activities
received less attention than was anticipated, because of the Hmited capacity of the
Unit, suggests that the Unit’s staff is conscious of the need to strengthen the
Unit’s capacities. Similar evidence of the awareness of this need is found in the
valuable and very open assessments in the sections on "lessons learned", which

address both the Unit's capacity-building needs as well as those of the

NGOQOs/CBOs with which the Unit is working. -

Indeed, as the listing below ‘suggests, although the strengthening of the Unit’s

“capacities is not coming to the fore in the way in which the text in the RBM

matrix is articulated, the Unit is strengthening itself in many ways, as it goes
about its work with NGOs in the field. i

It bears noting that the Unit was established following the CIDA-funded report
by the PEP’s PMA, Ian Smillie, for the [IUCNP, in 1992, on NGOs and their role
in the implementation of the NCS'. Initially, the Unit focused on the
development of: the capacities of NGOs to assist community groups to look after
the environment; and, the NGOs’ technical capacities te manage the environment. -
In his report on his October 1997 mission the PMA added some useful notes on

changes that he had observed in Pakistan's NGO comrrunity since 1992. Those

changes and the evolution of the NGO/CSU led him to suggest that the

NGO/CSU should give more time to: the need for community mobilization skills

and strategies in support of JUCNP projects; and, the need to broaden the base

of NGO support for the environment. Judging by the presentation given to the -
MTR team on 2™ December 1997, the Unit has indicated that it will be

considering these suggestions seriously. However, we would like to emphasize -
that attention should be given to. enhancing the Unit’s capacity .to perform
whatever new activity it takes on as well as giving attention to "getting the job
done". - )

Some of the outcomes, or components of capacity, that have materialized, or that -
appear to be materializing relative to the building of sustainable institutional
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capacities, are as follows. The numbers refer to the capacities identified under
*A’ in Seclion 7.4.3.1.

#1.

#2, .

#2,

#.

- #2,

#3.

#4.

Systems for: -

. advising on the recruitment of suitable project staff,
i ;

. developing and organizing staff trairing programmes — both for .

social organizers and for those involved in the technical aspects
of environmental management;

. organizing workshops/round tables to encourage and facilitate
NGO collaboration on preparing sub-strategies for NGO
involvement in projects such as provincidl conservation strategies
or environmental rehabilitation; and, |

. conducting assessments of NGOs needs as an input mlo progect
designs.

Systems for organizing training on:

. management;

- participation,
*+  institutional deveiopment; and,
. assessing the impact of training.

A system for evaluating NGO work programmes.
A system for assisting NGOs to contract consultants.
NGO network (started by NGO/CSU), focusing on Participatory Rural

Appraisal, is available as a vehicle for organizing the exchange: of
experiences and lessons learned from others. :

" An NGO Fund establlshed at MELGRD (with advice from NGO/CSU,

although the Unit’s staff now have reservations about the fund).

A system for enhancing the capacity of NGOs and CBOs in
environmental/natural resources management that emphasizes
participatory methods, including, inter alia, the organization of training
courses on incorporating environmental considerations into projects on
agricultural land rebabilitation, sustainable agriculture, forestry, ete.




#4. A working partnership with at least 5 major NGOs for collaboration on
environmental field projects as support organizations to local NGOs and
CBOs. t

#5.  IUCNP has established a Gender Committee with a gender policy that
addresses personnel and staff issues and that is incorporated into the
IUCNP’s system manual.

#5. A system being developed -for monitoring and reporting on progress in
implementing the gender policy.

#6. A system for advising on:
. staff recruiuﬁent;
. training staff in participatory techniques; and,
. social/community mobilization.

These are some of the component systems, etc., that came to our attention. A
number of them are mentioned in reports but generally not in a way that makes
it clear that these are the types of outcomes being sought by CIDA through the
PEP. Thus, again, although good work is being done on building sustainable
capacities it is not being highlighted as such in a syslcmatic way in the reports.

Turning to some of the more significant "product” outcomes — these have bccn
derived from either or both of: (a) having the above-mentioned systems in place;
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering system as under ‘A’ in Section 7.4.3.1 above,

is as follows.
#1. Training provided to:

. 12 social organizers, as part of the development of a strategy for
-social organization on environmental rehabilitation within the .
"Uplands Rehabilitation Project (funded by the EC);

. 89 people on the technical aspects of upland rehabilitation (same
project).

#1. Support given to the BCS team in organizing two mectmgs, each with
about 25 mid-sized to large NGOs, that produced the recommendation,
inter alia, that NGOs should establish a round table to assume

responsibility for developing a sub-strategy for guiding the role of the ‘

NGOs in the formulation and implementation of the BCS. The same
meetings also provided an opportunity to 1dcnnfy the NGOs’ training
needs. ’




#2.

#2.

#2.

#2/3.

#3.

#3.

#3.

#4.

4.

NGO/CSU organized a' course on "Women in Natural Resources
Management" and produced an assessment of the extent to which the

training offered had been internalized by the trainees. According to the
Unit, the training had been successful in this respect.

The Village Community Development Project, organized by an NGO,
Baahn Beli, was evaluated and the advice given was acted upon,

NGO/CSU has asmsted NGOs to recruit suitable project staff and
consultants (e.g.. a consultant for the coastal project of the NGO
Anjuman Samaji Behbood).

- NGO/CSU organized management training programmes for the managers

and training officers of about 25 NGOs on various subjects — e.g.:

. on the training of trainers in NGO management — with the
collaboration of the Asian Institute of Technology (AIT);

. on strategy development (through Sindnet);
’ on participatory training methods (through Sindnet);
. on the training of trainers in financial management.

The NGO Coordinator of the BCS PrOJcct was funded to pa.rt:mpate in
a course on Pa.mcxpator},r Rural Appraisal. .

NGO/CSU helped the NCS Unit’s NGO Fund by participating in the
selection of NGOs for funding and later by reviewing the F&nd’
effectiveness and impact.

NGO/CSU assisted the NGO Anjuman Samaji Behbood in obtaining
funding, for the preparation of a project proposal, from the UNDP’s
Global Environment Fund (GEF).

NGO/CSU organized two courses on fund raising for NGOs.

NGO/CSU organized training courses on environmental management that
resulted in project proposals being developed and funded by large NGOs
(such as OXFAM) — e.g., on land rehabilitation.

Programmes run by NGO/CSU on rehabilitation of irrigation channels
have led to the retumn of villagers to land that had been abandoned. A
video made of one of these projects is now being used by the World
Bank — resulting in a sngmﬁcant muitiplier effect from the Unit’s lnmal _

efforts.




7.4.3.4

#5.

#5.

#5,

#5.

#6.

NGO/CSU has demonstrated a pro-active approach to enhancing its
understanding of gender issues (e.g., in selecting to evaluate a project,
from a choice of 17 options offered it by the Asia Foundation, from the

perspective of the impact of the funding for the project on gcnder-related .

activities).

Assistance has been offered to ali PEP.pértners on gender-related issues
and all PEP partners have agreed to joint sessions on gender issues.

Some gender-related questions have been incorporated into the hiriné '

procedures for some projects.

An equal number of men and wonien (6 and 6) were trained as social
organizers in the EC-funded Uplands Rehabilitation Project.

NGO/CSU has shown a particular interest in contributing to the IUCNP's
discussions on financial management, repomng, and other arcas
recognized as being weaknesses,

The above listing is illustrative of initiatives made possible with the PEP funding.

Weaknesses

Weak performance on the PEP is noticeable in:

"

~ the absence of a satisfactory analysis of the NGO/CSU’s capacmes that

need to be built or strengthened;

some difficulty in getting invited to participate in the joint work planning -

of projects of other units or PEP partners that could benefit from the
mput from NGO/CSU, _ '

the need for follow up on the criteria to be used, and the style of
management of the NGO Fund, by MELGRD (although this is really
beyond NGO/CSU’s control now);

the need for more interaction between the TUCNP and governmernt
agencies to prpvide a better network on which the NGO/CSU could draw
when forging links between NGQs/CBOs and government agencies.

Most of these weaknesses were brought 1o our attention by the Umt which has
a very transparent and open style of operation that is conducive to learning and
early correction of weaknesses. However, each of these weaknesses listed cannot

be dealt with by the Unit alone.

[y




7.4.3.5

7.4.3.6

7.4.4

7.4.4.1

Constraints

Several constraints upon thc work of the Unit havc been identified by the staff,

.including:

*  the need for more funding for the front-end work in organizing socxal .

mobilization projects;

‘.“

. the difficulty that thc Upland Rehabilitation Project had in finding and
then retaining a suitable manager for the project, to which the NGO/CSU
has been making contributions;

. the inadequate funding for gender-related activities had been a constraint
which appears to have been rectlﬁed

Recommendations

1. - The above-mentioned constraints and weaknesses should be discussed
by the JUCNP’s SMG and, shortly thereafter if that discussion can
be organized soon, by the PEP partners, with a view to their
amelioration or elimination.

The TUCNP’s Business and Law Unit: The Law Programme

The Business and Law Unit (BLU) is comprised of two programmes. In the

- completed RBM matrix of June 1997 only the Law Programme was described.

In the '96-°97 Annual Report it is noted that the Business Programme has been
undergoing change and that a new RBM matrix would be completed at such time
as the Programme has stabilized. Although the Programme is still evolving, ocur

- assessment is that the staff should be in a position to produce a completed RBM
* matrix in the near future. For purposes of this MTR we have discussed the two

programmes separately here. However, where there are features of the Unit that
cannot easily be discussed separately for each programme, they are discussed °
within the context of the Law Programme.

Assumed Qutcome of Activity: The Sought-After Capacities

 A. - The enhanced and sustainable capacity of the Law Programme of the

BLU (and thus of the IUCNP) to promote and contribute to the
development of effective environmental legislation and the facilitation of
its implementation.

More specifically, this overall outcome is to be realized through the
enhanced and sustainable capacity of the Law Programme of the BLU:

1. to develop and fund its programme in environmental law;

2. to contribute to the development of environmental legislation;

1
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3. to provide legal support for the IUCNP’s projects;

4. to provide training in environmental law;
.5 toserveasan environmental law resources facility; and,
6. to contribute to the IUCNP's general administration and policy

development.
B. "Products” realized from this en.hanced and sustainable capacity.

This statement of assumed outcome is constructed from the RBM matrix
completed in June 97, the *96-°97 Annual Report, the "Results: Outputs and
Outcomes *94-"97" volume of the Internal MTR, and the presentation made to the
MTR ‘team on 3™ December 1997. The overall ouicome is derived from the
Internal MTR document. The first capacity mentioned in the list of six (under
'A’) reflects some modification of what appears in the RBM matrix in order to

- place greater emphasis on what we observe is being done to secure a sound

funding base for the Programme. Since this is so central to the building of

_ sustainable institutional capacity, it merits being highlighted. Also,it reflects the

very clear way in which the strategic approach to funding has been highlighted
in the Internal MTR document.

Overview.

Approximately $133,000 (or 57% of the $234,600 PEP budget allocated to the

BLU (i.e., including both programmes) had been spent as of 31* December 1997.

There were four persons on the BLU's staff in March ’98: the Director (who
spends most of her time on the Law Programume); a Legal Assistant (full time on
the Law Programme); an Environmental Economist (full time on the Business
Programme); and, a Secretary (serving both programmes). The Director joined
the staff in mid-'96, the other three joined around mid-'97. The use of the PEP

funds is flexible. Thus no distinction is made between PEP-funded and non-PEP '

funded staff and all activities are seen as PEP-related. However, the Internal
MTR document does indicate where PEP funds are being used directly and how
the PEP funds have been used to catalyze other funding initiatives and thus,
indirectly, gain great multipliers for the PEP funding. The most notable éxample
of this multiplier effect is the securing of the NORAD Frame Agreement funding,
itself relatively flexible, which has supported several very worthwhile initiatives. .
The PEP's contribution to these has been acknowledged by the BLU as being of

great value.

The general assessment is that the PEP funding has added great value to the
efforts of the Pakistanis to implement the NCS. Given the impressive output of

draft legislation and the number of documents that have been adopted by federal

or provincial governments, the small staff, with its skillful use of consultants,

generally on a pro bono basis, is to be congratulated for its productivity and

efficiency.




7.4.4.3

I

Although, as with all of the nine units being strengthened through the PEP, the
emphasis is on the generation of "products” from the "bought” capacity of the
skilled staff, there is considerable progress on the building of sustainable
institutional capacity with the array of systems that are emerging for getting the
work done. It may be, however, that the development of legislative proposals
and the drafting of legislation lend themselves to more systematic approaches
than does the work of some of the other units.

Major Achievemients

The text on the BLU for the "Results: Qutputs and Qutcomes ’94-"97" volume
of the Internal MTR has been laid out in a way that is not directly related to the
RBM matrix. Although it takes time to relate the blocks of text to the June *97
RBM matrix, it also has the advantage of a more narrative style of text that is

"able to capture more points that are worth emphasizing in a MTR — such as the

approach to the use of the PEP funding and the efforts to incorporate gender

con51derat:ons into the work of the Unit.

Given the signiﬁcance of a legislative framework for the successful functioning

- of Pakistan’s TEMS, and thus the implementation of the NCS, the contnbutlons

of the Law Prograxmne in this regard warrant some tlaboration.

'Probably the most significant product from the Law Programme is the Pakistan

Ehvironmcnta.l Protection Act (PEPA). This legislation, funded largely by the
PEP, was passed into law on 6 December, 1997. While its eventual signing was
the outcome of the efforts of many, it was, in large part, the product of the

- IUCNP’s enhanced capacity to raise funds, organize a broadly-based consultative

process, and recruit a highly competent lawyer able and willing to draft the act

‘within such a process. Over 5,000 copies of the draft were circulated for

workshops around the country. This process was breaking new ground in

- democratic governance in Pakistan,

The significance of the PEPA is that it introduces into the TEMS an instrument
that is central to the assignment of responsibilities, and acceptance of those
responsibilities throughout society, for the pursuit of environmentally sustainable
development (i.e., macro-function A in Figure 2.1). Of course, regulations and
guidelines will also be required (indeed over 30 have already been identified for
development), but a sound foundation is now in place,

Those responsible for formulating and approving the PEPA are to be commended
for the act’s:

. comprehensive definition of the environment;
. clarity of structure and presentation;
1
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. specificity of requirements that are designed to address some of the
“shortcomings of the previous Pakistan Env1ronmcntal Protection
Ordmance (1983), most notably with regard to: o

- " the management of some of the key funding mechanisms -
{provincial sustainable development funds) for achieving the
purposes of the act; and, :

- the ability of citizens to take offending parties, including
government agencies, to an Environmental Tribunal for non-
_observance of the act. '

The PEPA calls for the establishment of a federal level Pakistan Environmental
Protection Agency (Pak-EPA) — which had already been established under the

1983 Ordinance. Provincial level agencies, not specifically called for under the
Ordinance, are called for under the 1997 Act, and are to play thelr part in

implementing the federal act, depending on the powers delegated to the provincial
© governments or directly to the provincial environmental protection agencies. This.
delegation may call for provincial legislation. The Law Programme, again with
PEP funding, has already assisted in the production of the Environment Act for
the NWFP (1998). :

The NWFP 'Enwronment Act is significant in that it incorporates environmental
rights and thereby introduces into the TEMS an instrument that may better enable
citizens to ensure that responsible parties do indeed live up to their -
responsibilities (i.e., macro-function C in Figure 1). (We understand that this
notion of environmental rights was inspired by the work on Bills of
Environmental Rights in Ontario and the Yukon.) )

The NWEP Act is also of particular interest in that it provides for t.he review and
updating of the Sarhad Provincial Conservation Strategy (SPCS) — the principal
plan for implementing the NCS in the NWFP. The Act is also expected to serve
as a model for similar legisiation in the other provinces.

Another notable achievement of the BLU is the attention that it has given to the
incorporation of gender considerations into its work and its products. Although -
this is not identified as a discrete cluster of activity in the Law Programme'’s
RBM matrix (whereas it is the NGO/CSU), the Law Programme appears to have
institutionalized its approach to the incorporation of gender considerations. For

example:

. special consultation sessions for women only have been organized for the -
preparation of several pieces of legislation including the two important
acts referred to above —— the PEPA and the NWFP Environment Act —
plus other documents, such as the AJK Forestry Legal Review;

. ,the Biodiversity Access Legislation will incorporate a requirement that -
women share in the benefits flowing from this legislation; and,
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. the "Layperson’s Guide to Enwronmental Cases” includes case studlcs
designed to address the types of issues that women face.

Some of the outcomes, or components of capacity, that have materialized, or that
appear to be materializing relative to the building of sustainable institutional
capacities, are as follows. The numbers refer to the capacities identified under
A’ in Section 7.4.4.1.

!

#1. A system for raising additional funds by using existing funds strategically
as: seed money; as co-funding; or, as primary source funding.

. #2, A system, involving extensive citizen consultation and professional
networking, for developing environmental legislation.

‘#3. A systematic approach to making different types of contributions to
IUCNP’s projects (e.g., legal review of relevant legislation aitd previously
recommended reforms).

#4,  Systems for organizing workshops and seminars and securing the services
of highly qualified lawyers, often pro bono).

#5., An Internet-based system for access to an extensive information base.
#5. A "Laypersons’s Guide to Environmental Cases".

#5, A legal aid system is being developed (with SCOPE, an NGO member
of the JUCNP).

bl

#5. A Pakistan Environmental Law Association is being developed to

promote scholarship in, access to, information on, training in, assistance -

in‘ pursuing cases ,in, and implementation of international treaties on,
environmental law.

These are some of the component systems, etc. that came to our attention.
Although, compared with most of the other eight units, more of them stood out
as being consciously developed to build sustainable institutional capacity for the
Law Programme, they could have been highlighted far more clearly if reported
on dlfferently i

Turning to some of the more significant "product” outcomes — these have been
derived from either or both of’ (a) having the above-mentioned systems in place;
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering system as under *A’ in Section 7.4.4.1 above,
is as follows. '




#1.

#2,

#3.

An impressive record has been established in using the PEP funds for |

raising additional funds, e.g.:
+  PEP funds as seed money to finance input into the proposal for:
i o
- the NORAD Frame Agreement II (which is being used to
fund unspecified legislative projects, and training
Programrnes); ' :

- the model wildlifc legislation project;

- the Protected Areas Management Flan.
. "PEP funds as a co;funding source for:

- PEPA;

- NWEFP Environment Act;

- Biodiversity Action Plan Legal Chapter.
. PEP funds as the primary funding source for:

- Kirthar National Park legal advice;

- legal advice on the establishment of the JUCNP’'s EA

Unit as a separate company;
- establishing the Pakistan Environmental Law Association.

A number of significant pieces of legislation have been produced on the
basis of extensive consultative processes, including:

* the PEPA;

. a;drﬁft Wildlife Law;

. the NWFP Environment Act, 1998;
. the AJK Forestry Legal Review;

draft Biodiversity Access Legislation.

Contributions to IUCNP's projects have been made on several occasions,
e.g.

. the Biodiversity Action Plan;

L e e
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7.4.4.5

#4,

. the SPCS ~— drafted NWFP Environment Act;
. the Biodiversity Project — drafted Model Wildlife Legislation.

. Kirthar National Park — legal opinion on a dispute over drilling
for natural gas in a park.

‘ :
. the proposccl establishment of an EA- service company.

Environmental law seminars and training programmes have been
organized for various constituencies, e.g., on the PEPA for senior civil
servants; for Urdu speaking journalists.

The above listing is illustrative of initiatives made possible with the PEP fund_ing-

Weaknesses

Weak performance on the PEP is noticeabie in:

the absence of a satisfactory capacity-building needs analysis.

Constraints

There are or have been four significant constrainis upon the work of ‘the Law
Programme that have come to our attention:

The instability of governments, both federally and provincially, has been
significant in the period of the PEP. This constraint became most evident

from November 1996 to February 1997, during the period of. the’

caretaker governments at the federal and provincial levels. The
implications, for the Law Programme are described succinctly in the "96-
’97 Annual Repori. In essence, all legislativé drafting, other than on
anything that could be completed in very short order, was on hold. The
backlog of business facing the new governments also had its effect.
Since the Law Programme’s work has to be done with the continuing

" involvement of government officials, this and other holdups in other

periods of change have governed the pace of work.

Even when the governments are relatively stable, it is impossible to
predict with any certainty when specific milestones can be reached.

The' success of the work of the Law Programme is in large part
dependent upon the attitude of the business community to any new
legislation designed to modify their behaviour relative to the environment.

Although the Law Programme and, more generally, both the IUCNP and

the SDPI, have done a lot to involve business community representatives
in the discussion of potential improvements to production processes and
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7.4.5

74.5.1

products, and of the options for legislating changed behaviour, there is
clearly an encrmous amount of work to be done on this front. These
attitudes will take time to change, even with the valvable initiatives of the
Business Programume and the SDPI on green economics.

The pace of that change is reflected in the fact that the observance of the .
PEPA, relative to the attainment of the National Environmental Quality
Standards (NEQS), may have tc rely to a Jarge degree, at least initially,
on the voluntary compliance of the business community. The business
community was heavily involved in the development of the NEQS and
the system of penalties for non-compliance. However, as already noted,
many rules and regulations need to be put in place yet and both the Pak-.

‘EPA and the provincial counterpart EPAs need to be staffed for

enforcement. This will take time. ' C o

4

The Law Programme has to be cognizant of these factors in sefting its
goals and in pacing its work. It will also take time to see just how
effective the impact of the Law Programme’s current work is on Pakistan.

Although better staffed now, in the early part of 1997 the BLU was down
to one person, with the transfer of one staff member to the NGO/CSU.

Recommendations

1.

i
The above-mentioned constraints and weaknesses should be discussed
by the IUCNP’s SMG and, shortly thereafter if that discussion can
be organized soon, by the PEP partners, with a view to their
amelioration or elimination.

The IUCNP’s Business and Law Unit: The Business Programme

As noted in the introduction to Section 7.4.4 on the Law Programme, a number
of observations on the Business Programme have been made in that section in the
context of discussion on the Unit as an cnt:ty This, and the smaller size of the
Business Programme. mean that this section is more summary in its analysns

It should also be reiterated that, as of March 1998, there was no current RBM
matrix for the Business Programme.

Assumed Outcome of Activity: The Sought-After Capacities

A.

The enhanced and sustainable capacity of the Business Programme of the
BLU (and thus of the IUCNP) to encourage and facilitate the role of the
business community in the implementation of the NCS.

More specifically, this overall outcome is to, be realized through the
enhanced. and sustainable capacity of the Business Programme of the
BLU: .

N




7.4.5.2

1. to promotc the merging of enwronment and economics in
decision making;

2. to promote the development of options for financing the NCS;

3. to promote the development and-enforcement of effective
peliution controls; and,

4. to develop and fund lts programmc on environmentally sound
busmess :
B. "Products” rcalized from this enhanced and sustainable capacity.

This s(afemeﬁt of assumed outcomes is constructed from the "Results: Outputs
and Outcomes *94-'97" volume of the Internal MTR, the *96-"97 Annual Report,

" ‘and the presentation made to the MTR team on 3™ December 1997. The overall

cutcome and the first three capacities sought as outcomes are based on text in the
Internal MTR volume. The fourth capacity listed has been added to complement
a similar capacity listed for the Law Programme. Again, because it is clear from
the Internal MTR volume that the same type of strategic approach to fund raising
is being taken with the Business Programme, and because of the central
importance of developing a sound funding strategy for building sustainable
institutional capacity, this capacity warrants highlighting.

“'Overview

Observations on the financial disbursements to date, on the staffing, and on the
strategic use of the PEP funds, have been made in Section 7.4.4.2,

The general assessment of the Business Programme is that, while it has been in
operation in a small way since 1992, it really acquired a significant profile when
it was able, with assistance from PEP funding, to hire a qualified environmental

‘economist. That was in July 1997. Since then, the work that is being done

under the general rubric of "green economics” suggests that this Programme

" should be of enormous value to both the IUCNP and to Pakistanis generally in,

the implementation of the NCS. In this sense, although it is too early to judge
the Business Programme, the PEP has the potential to add great value to the
efforts of the Pakistanis in achieving the goal and purpose of the PEP.

As with the Law Programme, although the language used in describing the
Business Programme tends to emphasize getting the job done to the apparent
neglect of putting in place the sustainable institutional capacity required for
getting jobs done on a continuing basis, there are signs of components of this
capacity for the Programme being put in place. It seems, however, that this is
secondary to getting products produced. What has been accompllshed so far
appears to have been done reasonably efficiently.

*
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Major Achievements

The PEP funding has made possible some useful initiatives both with respect to
building sustainable institutional capacity and "products”. Prior to the PEP’s
launch in mid-"94, round tables, involving representatives from business, labour,
academia, governments and NGOs had initiated discussions on the NEQS. PEP
funding made possible further round tables specific to the pulp and paper sector

and the textile sector — which also built on research being done by the SDPIL.

This type of multi-interest involvement was not completely new to Pakistan but

it was by no means commonplace. What the PEP is doing is helping to
institutionalize the approach. To the extent that this is being realized, another
component of sustainable institutional capacity is being put in place — not just
for the Business Programme (and for the utilization or marketing of the SDPP’s
research findings) — but also for others who can benefit from the use of these
approaches to problem resolution. At the same time, it has become expected of
governments to organize multi-interest consultative processes on the environment,
Hopefully, similar expectations will begin to be expressed relative to other sectors
of concemn.

The value of the round table process is that it helps to improve the understanding,
on the part of any one interest group, of the situation facing other interest groups.
This, in turn, helps different groups to recognize and accept their responsibilities
for environmental management within the larger context of the TEMS (i.e.,
relative to Macro-function A’ in Figure 2.1). Further, it provides governments

- with a better appreciation of what they have to do to enable these different

players to live up to their responsibilities (i.e., relative to Macro-function "B’ in
Figure 2.1). Finally, if the round tables are well orchestrated and each group
represented senses that it is being listened to, each group will develop a sense of
ownership of the recommendations emanating. from the round table process and
become a champion for the implementation of those recommendations.

A second important contribution of the Business Programme that the PEP funds
have catalyzed is the development of the "green accounting” initiative. In
essence, the objective is to incorporate, into national accounts, statistics that
reflect the value of environmental resources and the costs o society of the
depletion or degrading of natural capital. The continuing funding for this
exercise has now been assumed by the IUCN’s Washirigton, DC, office. . *

Thirdly, it should be noted that, like the Law Programme, the Business
Programme has also taken practical steps 1o incorporate gender considerations -
into its work. °

Some of. the outcomes, or components of capacity, that have materialized, or that
appear to be materializing relative to the building of sustainable institutional
capacities, are as follows. The numbers refer to the capacities identified under

A’ in Sgction 7.4.5.1.




#1/3. A system for organizing multi-interest round tables as a mechanism for
‘ moving loward the resolution of environmental issues relative to which

1

the business community has a major role to play.

4

#1. - A network of institutions involved in, and interested in collaborating on.

environmental accounting has been established.
1

#1. A procedure for drawing on the advisory input from the IUCN
Washington, DC, office at very little expense. “

#2. A sourcebock prepared on the development of environmental funds in
‘Pakistan, drawing on lessons from abroad.
. . r
#2. A National Environment Fund in the process of being established. N
#3, The Environmental Technology Programme for Industry (the Steering

Committee of which the IUCNP is a member) provides a good forum for
maintaining long-term links with business and government.

itd, A system for raising additional funds by using existing funds strategically |

as: seed money; as co-funding; as supplementary funding; or, as primary-
source funding.

These are some of the component systems, ctc. that came 1o our attention. As
with the Law Programme, compared with the other eight units, more of them
stood out as being consciously developed to build sustainable institutional
capacity for the Business Programme. However, they could have been

highlighted by being reported on in ways that make clear that this is what was

-motivating their development.

Turning to some of the more significant "product” outcomes —- these have been-

derived from either or both of: (a) having the above-mentioned systems in place;
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering system as under 'A’ in Section 7.4.5.1 dbove,

is as follows.
) 1

#1. A project to incorporate a "green accounting” into Pakistan’s system of
national accounts (produced by the Bureau of Statistics in the Ministry
of Finance) is under way and is expected to have some initial results to

report on in late 1993,

#1. Advice on trade and the environment has been accepted by the Planning
Commission and incorporated into the Environment Chapter of the 9™

 Plan.

#2.  The sourcebook on funding options is leading to work on a Mountain
Areas Conservancy Fund,
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7.4.5.4

#3.

#4.

Significant contributions to the shaping of the NEQS have been made.

1

A good record has been established in using the PEP funds for raising
additional funds, e.g.: '

r PEP funds as seed money to finance the proposhl for:
- the “green accounting" project; i
. .b.. ‘
- the capacity-building project on Trade and Sustainable
Development.

. PEP funds as a co-funding source for:

- round tables on issues confronting the textile sector and
the pulp and paper sector; : '

- the sourcebook on environmental funds;

- the Legal Chapter for the Biodiversity Action Plan.

. PEP funds as a supplementary funding source for:

- work on the scope for Pakistan negotiating "debt for.

nature swaps".

. PEP funds as the primary funding source for:

- the report on trade and the environment that was used as

input for the 9™ Plan;

. the organization of the participation in industry round
tables and fora on such issues as: the NEQS; and,-the
Environmental Technology Programume for Industry:

The above listing is illustrative of initiatives made possible with the PEP funding.

Weaknesses :

Weak performance on the PEP is noticeable in:

the absence of a satisfactory capacity-building needs analysis;

the Jong time taken to recruit an environmental economist given the
central importance of this work. However, in part, this delay is
understandable since there are few with the appropriate education, as the
SDPI has recently discovered when attempting to recruit one.
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7.4.5.5

7.4.5.6

7.4.6

7.4.6.1

Constraints ¢

The Business Programme’s involvement in the discussions with the business
community on the shaping of the NEQS is subject to the same constraints
experienced by the Law Programme, relative to this type of activity.

1n other respects, the two programmes are different and the Business Programme
is refatively free of constraints.

Recommendations k

L. The above-mentioned constraints and weaknesses should be discussed
by the IUCNP’s SMG and, shortly thereafter if that discussion can
be organized soon, by the PEP partners,” with a view to their
amelioration or elimination,

The IUCNP’s Education Unit
Assumed Outcome of Activity: The Sought-Afier Capacities

A. The enhanced and sustainable capacity of the Education Unit {and thus
of the TUCNP) to work collaboratively as an effective intermediary
between education and the environment in order to build capacity for
education that supports sustainable development.

More specifically, this overall outcome is to be realized through the
enhanced and sustainable capacity of the Education Unit (EU):

1. to recruit and train the Unit’s staff;

2. ¢ to contribute to the IUCNP’s general administration and policy

' development;

q
-3 to support the development and implementation of environmental

education (EE) sub-strategies within or supporti ve of conservation
strategies;

4. o SLIp'pGrt change in policies and practices in govemnment

education departments and the formal education sector;

5. in the IUCNP’s project areas, to add to the capacity of
communities to manage their natural resources by enabling them
to make the best possible use of EE;

6. to promote EE, in the formal and non-formal education sectors,
through dedicated buman resources development (HRD)
programmes;
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7. "to build the capacity of the IUCNP’s NGO members and partners
- for promoting EE; '

8. to mobilize resource materials for the learning and teaching of

EE; and,
9, {acting on behalf of the JUCNP), to build and utilize networks to -

links parties interested in promoting EE.
B. ' "Products” realized from this enhanced and sustainable capacity.

This statement of assumed outcome is constructed primarily from the "Results:
Outputs and Outcomes *94-'97" volume of the Internal MTR and the presentation
made to the MTR team on 1* December 1997, and less so from the RBM matrix
completed in June '97 and the ’'96-'97 Annual Report. The overall outcome is -
derived from the 1* December presentation material. .

Since there were-several changes to both the number of clusters of activity and
the content and titles of those clusters in the Intemal Review document as
compared with the RBM matrix, and since the above list reflects some further
refinement of the Internal MTR version, the above listing warrants some

comunent.

It is clear that the revisions to the clusters of activity and the accompanying
outcomes are the product of considerable thought having been given o refining
an RBM matrix that was itself the product of considerable thought, jUnlike most
of the completed matrices, the EU’s has clear signs of its construction having
started from the articulation of the sought-after impacts. We had this confirmed
as being the case. This is the right approach in our view and it is hoped that our
comments will be taken in a positive light as an atternpt to further improve the
clarity of the results sought by the EU.

. The above listing builds primarily on the Internal Review document because it
is understood that, as each unit learns more about what it really should be doing
to enhance its capacities to perform its functions (and indeed as its functions
evolve), so that RBM matrix may change.

"Both the RBM matrix and the Internal MTR document signal, through the first
cluster of activity listed in those documents, that the strengthening of the capacity
of the EU is important if it is to perform its functions effectively. However, in
our view, the confining of this attention to capacity building of the EU to one

“cluster is misleading. In essence, the EU, like each of the other units being
strengthened, should be ensuring that it is enbancing each of the capacities
required to perform each of the functions that it envisages that it should be
capable of performing. By organizing the clusters of activity around the

capacities being sought as outcomes, one is better able to highlight the - .

importange of building the sustainable institutional capacity required to perform
each function and thus to realize the requisite "product” outcomes. . '
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7.4.6.2

The other consideration that led us to suggest the change to the wording for the
first capacity listed above is that the activity, as described by the EU, is really
confined to the recruitment and training of the EU’s staff. It does not address the
putting into place of all of the other components of sustainable institutional
capacity that the EU will require if it is to be able to perform effectively. A
number of those components are being put into place as the EU organizes itself
to perform its various functions. Some of these will be mentioned below.

The wording of second capacity listed above has been modificd only very slightly
to align it with wording used for similar capacities being enhanced for other
units. There should probably be an across-the-board review of the wording of
these near comparable (and in some cases completely comparable) expressions
of capacity sought, in order to reduce any unnecessary confusion..

Relative to the fourth capacity listed above, we are assuming that the wording
used in the programme's documents (and ours) is designed, very carefully, to
convey that the change being supported is change that has been tacitly accepted

- by governments as being necessary. That is, in pursuing this outcome the EU is

not preparinig itself for a pro-active role in perhaps the same way as it appears

- to be doing in pursuing a number of other outcomes (e.g., #3 and #5 in the above

listing). This consideration is an important one for the EU to clarify since it has
implications for the capacities that will be required.

The fifth capacity listed above reflects a slight revision of the wording used in

" the cluster title in the Internal MTR document. Qur concemn here is to make it

clear that: o

. it is the capacity to manage the natural resources that is the focal point '
of interest here; and, '

. enhancing the community’s ability to incorporate EE techniques and
programme -content into their approaches to that resources management
is only one of many possible contributions to the overall enhancement of
their capacity to manage those resources.

' i

The eighth capacity has been slightly reworded to imply that the EU doe$ not

necessarily have to assume the responsibility for actually developing the material.

Some of this may be available from elsewhere and could be mobilized from those

other sources. Indeed, this is implied in the descriptions of the activity associated

with the putting in place of the ninth capacity listed above (i.e., that among other
things this capacity will enable the EU to exchange information nationally and
internationally). : -

Overview

Approximately $227,000 (or 51%} of the $443,700 PEP budget allocated to the
EU had been spent as of 31% December 1997. There were three professional
staff and half of the time of-a secretary being employed by the Unit as of the
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- 7.4.6.3

i
same date. It should be noted that there are only seven professionally qualified
environmental education specialists in Pakistan and two are employed by the EU,
As with the other IUCNP units, the use of the funds is flexible. Thus neo
distinction is made between PEP-funded and non-PEP funded staff and all
activities are seen as PEP-related.

The general assessment is that the PEP funding to the EU is adding considerable
value to Pakistani efforts to implement the NCS and to building the sustainable
institutional capacity for the EU to perform its functions. Although the emphasis
in the planning documents is on the 'products" rather than on the EU’s
sustainable institutional capacity building, in practice there is an enormous
amount of work being done in realizing both types of outcomes.

The PEP funding has allowed the Unit o shift from what was largely a reactive -
mode of operation to one that also includes pro-active inmitiatives. . The PEP -

funding has been used strategically in ways that have realized conSIderable'
multipliers: either by funding activities that are organized in ways that lend

~ themselves to replication; or by funding activities that help to build a larger

funding base (as with the NORAD funding that has been attracted to-the Unit);
or by combining these two approaches.

The PEP funding has also enabled the EU to develop a broad-based constituency

of institutions that are now interested in and able to undertake EE activities.

This emphasis on seeking multipliers and the good results achieved to date
suggest that those results achieved thus far have been realized with considerable

efficiency.
Major Achievements

As already noted, several significant changes have been made to the RBM matrix
of June '97. There are good reasons for these, which we fully accept. However,

this does make the Internal MTR document hard to follow when read against the

RBM matrix. More important, however, is our standard concern that not enough
is being done to highlight the effort that should be, and is, going into
strengthening the sustainable institutional capacities of the EU. .

As the Overview section has noted, work is proceeding on a broad range of
fronts and with considerable evidence of good multiplier effects bemg realized.
In some instances there is already tangible evidence of changes in human

behaviour, relat:vc to the way Pakistanis are managing the environment, that can
be attributed in part to the efforts of the EU. The enthusiasm with which several .

coastal communities are restoring the fish habitats, through the planting of
appropriately selected varieties of mangroves, is illustrative of the multiplier
effect gained from the Unit’s inputs to a project managed by the TUCNP’s
Coastal Ecosysterns Unit. :

*
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Additionally, since many of the "products” of the EU’s work are in the form of
stronger institutions, these products are likely to produce many multipliers. The
reference above, to the enhanced capacity of coastal communities to make good
use of EE methods, is again illustrative of this point.

Further, the EU is being strengthened, in large part because of the staff’s interest
in developing systems to organize their approach to any major undertaking. This
allows for replicability; again something that is already in evidence. For
example, the Directorate of Education for the Northern Areas found it relatively
‘easy to adapt the curriculum {developed by the EU and tested in Karachi by-St.
Patrick’s College of Elementary Education) for training pre-service trainee
teachers on how to infuse environmental education into the core curriculum.

_ All of this suggests that, although the building of sustainable institutional capacity
has not been getting the attention in the planning documents and reports that is
required for this to be done systematically, a lot is being done that is resulting
in the EU’s capacity being enhanced. '

Some of the outcomes, or components of capacity, that have materialized, or that
appear to be materializing relative to the building of sustainable institutional
capacities, are as follows. The numbers refer to the capacities identified under
A’ in Section 7.4.6.1.

#1. A systematic and ongoing approach to offering the Unit's staff

comprehensive training and professional development relative to their
responsibilities for management and programine delivery.

#2.  Methods for making pecple recognize and intemalize the importance of

EE and how to mcorporalc it into their project activities and other lines
of endeavour

#2. . One mcgnbcr of the EU has been relocated to the Islamabad office to be
‘ able to serve as a member of the Core Planning Group that will guide the
" TUCNP’s triennial planning process.

#3. A systematic approach is being developed to support the provincial
conservation strategy teams to:

, recruit appropriate EE officers;

. provide appropriate staff training;
. obtain the support of the provincial departments of education;
. develop EE sub-strategies covering matters ranging from

techniques for holdmg audience interest to ways of dealing with
cultural constraints in rural areas; and,
.. provide ongoing support to project staff serving as EE focal

points.




#4.

#4.

#5.

#6.

#7.

#9,

A programme manual (in English and Urdu) has been developed and
tested (in collaboration with St. Patrick’s College ©of Elemecntary
Education) for teaching pre-service trainee teachers on how to infuse EE
into the mainstream curriculum. ' :

Orientatioh and technical assistance programme approaches are in place
and are being extended or modified in order to assist tertiary level
education institutions to incorporate EE into mainstream courses.

A'systematic approach is in place relative to: the development of a plan

of action; the implementation of an orientation programme, and, the
administration of training in environmental/natural resources management.

T
¥

A generic, replicable orientation module is being refined for use with
different professional or citizen groups.

A range of techniques is in place for responding to ad hoc requests from
members for assistance in building their capacities to offer/utilize EE,
including:

. “the assessment of the institution’s programme needs relative to
content and training;

. the provision of technical assistance relative to the integration of
EE into project proposals;

. orientation workshops; and,

. "tailor made” modules for building institutional capacities.

~

A network of interested NGOs is in pfaf:e in Pakistan and in the region
of South and South East Asia.

These are some of the component systems, etc., that came to our attention. A~
number of them are mentioned in reports but generally not in a way that makes
it clear that these are the types of outcomes being sought by CIDA through the
PEP. Thus, again, although good work is being done on building sustainable
capacities it is not being highlighted as such in a systematic way in the reports.

Turning to some of the more significant "preduct” outcomes — these have been
derived from either or both of: (a) having the above-mentioned systems in place;
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering system as under A’ in-Section 7.4.6.1 above,

is as follows.

#1.

Training and professional development have been offered to the staff
relative to a broad range of managerizl and operational requirements {e.g.,
from conflict resolution to environmental management).
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- #2.

#3.

4.

#4.

#4.

#5.

Selected documents from the TUCNP's projects in which the EU (and the
Communications Unit) had some invoivement, show clear signs of the
positive influence of these units on the clarity of presentation and the:
educational style with which the issues are explored. Recent exampiles
are booklets from the Blodwersny project and- the SPCS’ surmnary
documcnt

EE sub-strategies have been developed for provincial conservation
strategies in the NWFP and Balochistan and one is in process for the

. Northern Areas Conservation Strategy. The NWFP’s SPCS, being the

most advanced, has the most to show in the EE field including, for
example:

. the NWFP Education Department has agreed to incorporate EE
into the curriculum and an orientation programme has been held
. in support of this; and,

-a a round table has been_ established on EE.

The first 80 trainee teachers, with an understanding of how to infuse EE
inito the mainstream curriculum, have graduated.

The Northern Areas Directorate of Education has accepted the model
developed and tested by the EU in collaboration with 5t. Patrick's
College of Elementary Education in Karachi. The Government College
of Education, for the Northern Areas, has adapted the model and in a trial
run trained 13 teacher educators and 11 potential master trainers. This
has greatly assisted the more rapid progress towards EE’s broader
incorporation into school curricula throughout the country.

EE is also being infused into various tertiary Jevel courses, e.g.!
4 .

. . Karachi Uﬁiversity‘s Psychology Departrnent, v:vith EU’s help, is .

developlng an ocutline for a course on Environmental Psychology
to throw llght -on how attitudes and behaviour towards the
environment are ‘changed; and, -

. Aga Khan University”s School of Nursing will be mtroducmg
educational modules on cnv1r0nmcntal health.

The collaboration between the EU and the IUCNP's Coastal Ecosysfems
Unit in the Korangi Project on the rehabilitation of the coastal mangrove
ecosystem and associated fish habitat has led to the extensive and highly
successful involvement of a large number of local citizens in the
replanting work. The orientation sessions successfully conveyed the
importance of the rehabilitation for the livelihoods of those dependent on
catching fish. :




#6. A replicable module for promoting EE has been tested with various |
audiences, e.g., doctors, with an emphasis on health. Prime target groups
have been identified: teachers; the media; and, leaders of NGOs and
CBOs.’

#7. A good number of institutions have been assisted to enhance their

' capacity to deliver EE programmes. In some cases, this requires that the

EU has to tailor make a programme for an organization. The Pakistan

Institute of Labour Education Research (PILER) provides one example

of the way in which a considerable multiplier effect can be gained from

the EU’s efforts. The PILER now has an officer who serves as a focal

point for EE. The PILER provides educational programmmes to labour

unions. The EU trained the focal point officer and mounted the first

orientation sessions. The focal point officer has gradually been able to
assume full responsibility for the PILER’s programme. '

#8. There ha§ been refatively little progress on this front. However 3 books
on EE were produced by the EU in collaboration with the Adult Literacy

Society. :
#0, Several contributions have been made to the work of the South Asia and i
South East Asia Network for Environmental Education (SASEANEE),
e.g.
- revisions to their internship programme; - | P
I
i _
- comments on the biodiversity handbook; wooo- ,
. * the training of two of the network’s staff;
. exchanges of and dissemination of documents.

#9. Project proposals have been reviewed and EE components incorporated
for the benefit of several organizations in Pakistan, e.g., Baahn Beli and
the International Waterlogging and Salinity Research Institute (IWASRI).

The above listing is illustrative of initiatives made possible witht the PEP funding.

7.4.6.4 Weaknesses

Weak perforrhance on the PEP is noticeable in:

. the absence of a satisfactory capacity-building needs analysis;

. the need, which has been recognized, for a proper HRD programme;

. the need, which has been recognized, for more balance between:




- the formal and the. non-formal sectors;
- the private and public sectors;
- tertiary and primary educalic;n; and,
. the need for attention to the 'sustain_able financing of the Unit.

7.4.6.5  Constraints

The main constraints upon the EU’s work that were brought to our attention have
alrcady been listed very succinctly in the section on "Learning and Reflections™
on p. 106 of the "96-"97 Annual Report. They remain as constraints today. In
essence, they are as follows.

. The formal educauon systems that the EU is attempting to influence are,
- not surprisingly, not very open to change. Furthermore, the lack of
- influence of the NCS Unit over the federal Ministry of Education, and the
[UCNP’s identification with the NCS Unit, through the PEP, does not
make this challenge of bringing about change any easier. The posting of
~oné of the EU’s staff to the Islamabad office is designed, in part, to help

alleviate this situation.

™

. The EU is having to counter an attitude, on the part of people of
" influence in the formal education sector, that EE is a western concept of
little value to Pakistan. Our sense, however, is that the progress on
projects, like the Korangi Project, will enable the EU to overcome this _
constraint in time. ) ' o

. As the EU becomes better known for its accomplishments, it is having to
spend an increasing amount of time being courtecus in turning down
those who are seeking its assistance for “one-off” activities, because it
knows that it canfbnly afford to be strategic in its undertakings.

. Collaborative work calls for integrated schedules — which are difficult .
to maintain when one has no control over the collaborating institutions. 0

7.4.6.6 Recommendations

L The above-mentioned constraints and weaknesses should be discussed R
' by the IUCNP’s SMG and, shortly thereafter if that discussion can
be organized soon, by the PEP partners, with a view to. thelr _
amelioration or elimination. -




747  The TUCNP's Communications Unit ; ot
7.4.7.1 Assumed Outcome of Activity: The Sought-After Capacities
A. The enhanced. and sustainable capacity of the Communications Unit (and
thus of the JUCNP) to provide communications support to the IUCNFP’s

overall mission, including the 1mplementatlon of the’ NCS ' 4

More specifically, this overall outcome is to be realized through the
enhanced and sustainable capacity of the Communications Unit (CU}:

i. to enhance the communications capacity of the PEP partners for
" the purposes of NCS’ implementation and other programmes;

2. to facilitate the development of provincial conservation strategies;
3. 10 facxhtate the Implcmcntatzon of provincial conservation '
strategies,; X
) :
4, to' assist in building the capacity of the media for environmental
reporting; '
|
LR to disseminate information on the environment;

6. to assist the. IUCNP to become an effective advocaie of
_sustainable development in Pakistan; ,

A

7. to contribute to the development of well-rounded programmes for
both the [IUCNP and the IUCN. N =

B. "Products” realized from this enhanced and sustainable capacity.

This statement of assumed outcome is based on the RBM matrix completed in
June '97, and the presentation material provided to the MTR team on 1% .
December 1997. Each of the seven clusters of activity in the RBM matrix is
clearly expressed in the form of a function that the CU has to be able to perform. :
The capacities required to perform these functions were thus easy to articulate in !
the form of the list in A’ above. The only slight modification was to #7, where :
both the JUCNP and the IUCN are referred to in order to ‘better reflect the
intention of the activities identified. The overall outcome statement was based
on the presentation matexrial.




7.4.7.2

Overview

Approximately $506,000 (or 53%) of the $946,100 PEP budget allocated to the
CU had been spent as of 31* December 1997. There were six professional staff,
an intern and one secretary employed by the Unit as of the same date: the Project
Director: a Director of Publications; an Editor; an Assistant Editor; an Advocacy
Coordinator; a Senior Adviser, Audio-Visuals; an Intern, on Audio-Visuals; and

the Secretary. The use of the PEP funds is flexible. Thus no distinction is made .

between PEP-funded and non-PEP-funded staff and all activities are seen as PEP-
related. Roughly 70% of the. CU’s total expenditures were met through PEP
funding in 1997.

The general assessment is that the PEP funding to the CU is adding considerable

value to the efforts of the Pakistanis to implement the NCS and to building the
sustainabie institutional capacity of the CU to enable it to perform its functions.
As with the other eight units being strengthened under the PEP, the emphasis in
the planning and reporting documents appears to be on the "products” as opposed
to building the CU’s sustainable institutional capacity. However, again as with
most of the other eight units, we find that a considerable amount has been done
to put components of that sustainable institutional capacity in place. One simple
indicator of this is that there has been a tarnover of staff for the editing of "The
Way Ahead" and yet the producnon has continued, with good quality being
maintained. :

The PEP funding has helped the CU to develop the capacities to perform the core
functions expected of it — ie., publishing, and information and media
management. However, additional added value had been derived from the
flexibility of the PEP funding that has provided the Unit with the opportunity to
develop more strategic approaches to the development of communications tools
and skills in promoting sustainable development.

Traditionally, communications has been interpreted rather narrowly, in Pakistan,
in Canada and elsewhere, with an emphasis on publishing and press conferences.

The CU has adopted a broader, development mandate. It has demonstrated that
considerable multipliers can be obtained by institutionalizing environmental
journalism and by ensuring that the provincial conservation strategies and other
significant environmental projects recognize that, if one is to achieve the central
objective of bringing about improved understanding and environmentally sound
behaviour, one has to.be shre that one is communicating one’s message.

A further multiplier derived from the PEP fundmg to the CU is that it enabled
the Unit to contribute its skills to securing NORAD’s long-term, flexible ﬁnancml
support in the form of the Frame Agreement ]I

Again, as with the other [TUCNP units, this emphasis on multipliers suggests\_ihat
the PEP funds are being deployed efficiently.

L.
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7.4.7.3

Major Achievements

Not surprisingly, both the text of the RBM matrix completed in June 97 and that
in the Internal MTR document, are reasonably easy for the outside reader to

‘comprehend. The CU is also to be commended for its section in the *96-°97

Annual Report, which is very open on the challenges facing the Unit.

What does come across to the reader is that, although the text in the RBM matrix
gives hardly any attention to the building of sustainable institutional capacity of
the CU to perform its functions, many of the "product” outcomes being sought
are actually the enhanced capacities of other institutions to perform their
communications-related functions. ~ This is partly because communications
functions {(as compared with those of some of the other of the TUCNP’s units) are
generally functions that one would expect to find being performed by these other
institutions, and partly due to the strategic approach that has been adopted by the
CU in striving for multipliers from its efforts. Thus while it is expected of the
CU to enhance the capacity of, say, the NCS Unit to deploy communications

‘tools and skills to good effect, the work that the CU has done to enhance the

capacity of journalists and, more generally, the media to convey the importance
of environmentally sound behaviour is notable.

"The CU has managed both to expand the cadre of informed and supportive

journalists in both the Urdu and English print media and to go beyond this by
playing the lead role in establishing the Pakistani Federation of Environmental
Journalists. This is resulting in more in-depth articles in then] papers. on

_environmental issues. The Urdu press in Karachi, for instance, now carries, on

average, three or four significant environmental articles each week.

" Another notable achievement is the way in which the CU has been able to get the

key players associated with the development and implementation of the provincial
conservation strategies to:

’  internalize the value of communications in realizing their objectives;:
. develop ownership of a communications sub-strategy; and,
. integrate that sub-strategy into their broader conservation strategy. -

One other achievement of note is the high quality of the publications that are
being produced. They are remarkable for their attractiveness, readability,
informing and educational style,. conciseness, and relevance 1o. the key
environmental issues facing Pakistan. Some of them would also be of
considerable value for use in environmental courses in schools and universities --
in Canada, " ‘

* Some of the outcomes, or components of capacity, that have materialized, or that

appear to be materializing relative to the building of sustainable institutional - -
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capacities, are as follows. The numbers refer to the capacities identified under

'A’ in Section 7.4.7.1.

#1.

#1/6.

#2/3.

#4/5,

A more strategic approach to the CU’s provision of assistance to the GOP
units is emerging (e.g. the principle has been established that the CU will
work with the units in order to develop the units’ capacity to do a given
job, but it will not do that job for them). o

Advocacy techniques are available for use in convincing governmental
bodies to recruit communications officers.

The basic building blocks for developing and - implementing a

communications sub-strategy within the context of a conservation strategy

appear to be in place or emerging, e.g.,

a system for assisting in hiring and training a communications
officer;

i

a system for involving key players in the planning of a
communications strategy in a way that ensures the development
of a sense of ownership and a preparedness to .incorporate it
within the conservation strategy and champion its implementation;

‘a system for {aunching provincial conservation strategies;

a systematic approach to the targeting of the local population with
the most appropriate media instruments;

a system for publishing key documents; and,

a system (based on a formn of RBM) for focusing on results and
monitoring progress in achieving those results.

A network of informed environmental journatists is being built by various
means, e.g.:

by contracting them to write for the [UCNP’s publications;

by drawing’ their attention to interesting stories availabie in the
TUCNP’s and other literature;

by providing them with access to acgurate, comprehensible data;
by holding workshops for the media on environmental issues,

with particular attention being given to sensitizing the Urdu
media to environmental issues; and, '

S
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. - by formally establishing the network as the Pakjstan Federat:on
of Environmental Journalists (PFEJ).

#4/5. A system for organizing the mass production and circulation of high
quality news vehicles and other specialized documents for conveying
“information on the implementation of the NCS and other related activities
to various distinct audiences {including the media).

#5. The Sustainable Development Networking Programume (SDNP) on - the

Internet — which now has over 2,000 subscribers in Karachi and over
10,000 in Pakistan.

N .
#5. A library system on environmental matters is in place, with the capacity

to acquire, catalogue, and provide public access to documents in Karachi -

and Islamabad.

#6, A system is emerging for developing the IUCNP’s po‘licy positions, on
a_large range of issues, that make responses to the media much more
cfﬁcxent

- #6. Techniques for producing and using audio-visual presentations.
#6. A systcﬁi for supporting other IUCNP projects with advocacy material.

#7. A system is emerging for ensuring that communications input is
incorporated, where relevant, in the design of other IUCNP projects.

#7. A systematic and ongoing approach to offering the Unit’s staff
comprehensive training and professional development relative to their
responsibilities for management and programme delivery is beginning to
emerge.

These are some of the component systems, etc., that came to our attention. A -

number of them are mentioned in reports but generally not in a way that makes
it clear that these are the types of outcomes being sought by CIDA through the
PEP. Thus, again, although good work is being done on building sustainable
capacities it is not being highlighted as such in a systematic way in the reports.

- Turning to some of the more significant "product” outcomes — these have been

derived from either or both of: (a) having the above-mentioned systems in place;
or (b) having hired staff with the skills to deliver the products. Again, a brief
listing, using the same numbering systcm as under "A’ in Section 7 4 7.1 above

is as follows.

#1/6. Advocacy on the part of the CU led to the NCS Unit establlshmg a
communications post and hiring an officer. The initial reluctance to hire

: such an officer appears to have been due to the NCS Unit’s insufficient




. #1. .

#2.

#2,

#2,

#3.

#4.

appreciation of the potential influence that the Unit would be able to
exercise by having an effective communications strategy.

. The NCS Unit has been assisted to produce its own communications

strategy. Although the strategy still requires further improvement, it is
important to note that the NCS Unit has been encouraged to develop

ownership of the strategy. In part, this stems from the opportunity given .

to the NCS Unit to.take its strategy to an international meeting in
Bangkok. However, also of significance in this regard is that the CU

insisted that the NCS Unit's communications officer accompanying the.

senior officer of the NCS Unit to Bangkok should be financed with the
NCS Unit’s own funds.

_The CU assisted in the hiring of the communications officers for both the
- SPCS and the BCS,

The CU orchestrated the development of the communications sub-strategy
for incorporation into the BCS through the involvement of 2 multi-interest
group constituting a round-table established especially for this purpose.

The CU organized the launch of both the BCS and the NACS, with good
attendance from all-parties to be mvolved and good coverage in all media

- (radio/T V/print).

Although coming into the process at a later stage with the SPCS (as
compared with the BCS — simply because the SPCS started several years
earlier), the CU again established a round-table with multi-interest

- membership and again was able to develop a sense of ownership on the

part of those members. The communications strategy has been in place
since mid-'96. Some notable developments have been:

. the publication of the SPCS, and an excellent summary, in
English;
. the publication of a reader-friendly, non—tcchmcal overview of the

SPCS in Utdu;

. the producnon of a film on the SPCS, to promote the strategy and

its recommendanons, and,

. the use of a modified form of RBM to try to ensure that the
comumunications sub-strategy does remain focused on results. _

. The Urdu press has become sensitized to the environment as an area of

public concern. This press and Urdu-speaking radio and television.are
central to influencing the behaviour of most of the people in Pakistan.
Although it is difficult to monitor systématically, we understand that, on




#4.

#5.

#5.,

#5.

#5.

#6.

#6/7.

#7.

average, three to four in-depth environmental stories appear each week
in the Urdu. press in Karachi alone.

There has been good attendance at several environmental workshops
organized by the CU specifically for journalists (one lasted five days on
industrial pollution, wildlife and forestry issues). The Karachi Union of
Journalists has also sought the assistance of the CU in organizing a
workshop for 20 of its members.

A popular version of the NCS document has beea producc? in Urdu.

Two very well-written magazines — "Jareeda” (Urdu) and "The Way
Ahead" (English) — are published by the CU each quarter, Each one is

- circulated free of charge and each has & print-run of about 3,500 copies.
The potential for commercializing their operation on a self-supporting -

basis is to be the subject of examination through technical assistance
support under the PEP. -

The IUCNP’s two libraries, in Karach: (with 5,000 documents) ancl
Isiamabad, are growing fast and assisting the TUCNP to respond to a
growing number of enquiries for information from the general public and
the media. The libraries are open to the public for reference purposes.

A number of documents has been produced, generally as instruments {0
be used within an ITUCNP project, but with a broader audience in mind.
As noted in Section 7.4.7.2 above, some of these are of remarkable
quality (e.g., the recent one on Biological Diversity in Pahstan and, the
English summary of the SPCS).

The CU’s audio-visual film (with sound tracks in Utdu and Sindhi) on
the process followed by the TUCNP in working with villagers to
rehabilitate the Rahuki irrigation canal, and the successful retum of

. villages to abandoned land, has itself become a success story. The World

Bank is nbw making use of the film for assisting other, similar projects.

A th:ee-day workshop was orgamzed for local teachers in the Northern
Areas within the context of the Biodiversity Project. Posters were
prepared for the same project.

Training .and professional development have been offered to the staff
relative to a broad range of managerial and operational requirements (e.g.,
library management, writing in English, editing, environmental

journalism).

The above listing is illustrative of initiatives made possible with the PEP funding.




7.4.7.4

7.4.7.5

V\_’eaimesses :

Weak performance on the PEP is nbticeablc in:

. - the absence of a Satisfactory capacity-building needs analysis;

. the 'sl-ow progress being made with the ES, which could douﬁtlcss gain
greater multipliers’ from the good work that it is doing with other GOP

agencies; if it were to have the CU work with it to develop a
communications strategy;

. the slow progress, until recently, with the NCS Unit {although the recent
~ hiring of a well-known communications ofﬁccr could result in great
1mprovements),
. the need for more attention to Urdu audiences;
. ~ the need to give more attention to marketing products. (Although this is

about to receive attention relative fo "Jareeda" and "The Way Ahead”, it
may be that other documents, audio-visuals and other information
products could be sponscred by non-donor funding sources).

Constraints

The slow progress that has been made with the GOP units and that is noted
above as a weakness cannot be explained solely in that way. Our sense is that
the CU has had to work hard to make the progress it has in getting to the point
where the NCS Unit has'adopted its first communications strategy. We have the
impression that that strategy still needs considerable attention. The arrival of the

‘new, experienced communications officer at the NCS Unit in late March 1998
augurs well. However, she will need considerable support from both the CU and

her superiors. This latter consideration is an unknown variable. It is up to those
superiors to provide that support. If they do not, the CU will continue to be
constrained in what it can achieve with the NCS Unit. Having said that, there
is unlikely to be any other unit within the PEP that is better equipped to convince
the GOP units of the merits of giving more attention to communications. Thus
the CU should continue to treat work on this front as a priority.

The tardiness with which the consultants preparing the SDPI's Management

" Review completed their report has also constrained the CU’s potential to

contribute on this front. Now that the report has been received, this constraint
should be removed. The SDPI, as noted in Section 7.3, has enjoyed a lot of
media exposure under the leadership of its previous Executive Director.
However, this energy, along with that going into the programme activity, needs
to be more focused. The SDPI will, we undesstand, be taking advance of the
marketing analyst (being funded under the PEP to work with the CU on. its

publications) to look at the potential of putting some of the SDPI's documents .

on a commercial footing.




7‘4.7.6

7.5

Recommendations

1. The above-mentioned constraints and weaknesses should be discussed
by the IUCNP’s SMG and, shorily thereafter if that discussion can
be organized soom, by the PEP partners, with a view to their
amelioration or elimination.

A Note on Programme-Level Qutcomes

As noted in Section 2, the PTL has to provide a brief report, once a year, to.
CIDA’s senior management, on progress being made by the PEP at the
programme level. The PTL has often mentioned that it is for this reason that he
is looking for signs of any breakthrough outcomes. Unfortunately, he has never
provided any clear explanation as to what he is looking for or what the
characteristics of these breakthrough outcomes may be. Nor has the Executing
Agency, on its own initiative or with the assistance of the CPO, ever attempted
to develop the concept. In our view it is a useful concept and warrants

exploration.

We believe that the concept implies that the breakthrough outcome tin this repbrt

" being a capacity that has been developed) should be presented in a way that

makes clear its multiplier potential, if not effect. We recognize that the
"Consolidated Qutcomes"” for each institution are of interest but.the multiplier
effect is not made clear. Hence our preference for another approach. '

- What follows is a brief note on an optional approach to progrannnc—le,ve_l'. g

reporting,

In Section 2, we have suggested that the success or, otherwise with which the |
behavicur of all Pakistanis, as "managers" in the total environmental mariagement
system (TEMS), is influenced will be the key to successful environmental
envirenmental management,

The PEP is designed to strengthen four institutions that play a central role in
Pakistan’s TEMS — that is, the “steering” of that behaviour so that the
implementation of the NCS will be facilitated and, more generally, the country
will move towards a sustainable development path.

In Section 2, we suggested that programme-level reporting on the PEP could be
conducted against the three macro-functions that have to be performed in order

to carry out such a steering function. These three macro-functions are shown in

column 1 in Table 2.1. The reporting could be in terms of any breakthrough
outcomes or signs of them relative to the 11 capacities implicit in column 2 of
Table 2.1.

In light of the progress already observed and commented on in Sections 7.1 to
7.4, we believe that there are a number of breakthroughs that are well on the way
to becoming complete and several others which are showing potential.
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Using the letter codes for the macro-functions in Table 2.1 and the # code for the
Il supportive functions, we could summarize this programme-level progress
report as follows.

-

The reader should, of course, remember the cautionary note offered in Section
2 — that one needs breakthrough outcomes relative to all supportive functions
of macro-function "A’ in order to get the higher ordcr breakthrough at the level
of macro-function *A’.

A. Ensuring that all sectors assume their responmb:htles for nmplememmg
sustainable development.

1.

-Strategic: and corporate planning

The NCS document was the first evidence of this becoming a

breakthrough outcome, but the lack of really strategic planning in ~

strengthening institutions to facilitate its implementation suggests
that the breakthrough is still awaited here in terms of strategic

planning capacity.

i

Legislative framework

The signing of the PEPA is an almost complete "product”

breakthrough. With the regulations and guidelines it should

represent a complete breakthrough product outcome. Other pieces
of legislation are aiso breakthroughs of a similar nature, on a
smaller scale. More important, they are indicators of an
institutional capacity to produce such legislative instruments.
This is an important breakthrough -outcome.

Environmental education, awareness, participation

‘The graduation of the first sizeable class of teachers trained in

environmental education is an indicator of the institutional
capacity to produce such teachers in the future, which represents
another important institutional capacity breakthrough outcome.

Awareness is being enhanced on several planes, most notably
through SDPI's enhanced institutional capacity to generate opcn
public debate on environmental issues.

Participation in environmental dec:smn -making processes has
become institutionalized — indeed it is supposedl}' the only major
public policy issue area on which the public is consulted on a
systematic basis. This is an important breakthrough outcome.

*
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B,

£

Ensuring that all sectors are gble to live up to their responsibilities

4.

Mobilization of human resources

The capacity of the IUCNP's NGO/CSU and the EU to mobilize
people at the community level to carry out massive environmental
rehabilitation projects can be regarded as a breakthrough outcome.
' i
Mobilization of information :

The capacity of IUCNP’s CU to mobilize information that both
informs the potentially activist public and the media (which are
using it) is a breakthrough outcome. More could be made,
through [TUCNP’s capacities, we suspect, of the research findings
that are mobilized by the SDPI, which represents an indicator of
the SDPI's capacity to produce useful research — another
breakthrough outcome.

Mobilization of appropriate technologies
There is not very much activity on this front. There does appear

to be considerable capacity, however, in the FUCNP's NGO/CSU
to mobilize appropriate technologies for community

environmental rehabilitation projects. This is a breakthrough,

outcome in a specific area.
Mobilization of financial resources

There appears to be a capacity in the ES to mobilize funds for the
environmental sector, judging by the negotiations that are leading

to a larger scale second phase of the loan from the World Bank .

for the EPRC project. However, we are unsure to what extent
other players played a part in these negotiations.

[y

The SDPI éppcars to have achieved a breakthrough wi‘th its

"capacity to maintain a sustainable funding base for its own

activities.
Development and use of economic instruments

There is no breakthrough outcome yet. However, there are good

prospects for one with the IUCNP’s BLU work with the private

sector.

Development and use of environmental planning instruments

There is a potential breakthrough that is close to being realized
in the ES's capacity to utilize various instruments to screen,
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7.5.1

technically appraise, and improve projects of line agencies. For
. this to become a sustainable institutional capacity —— which would

also contribute to its being more properly regarded as a

breakthrough outcome — the ES’ staff has to be "regularized”.

C. Ensuring that all sectors live up to their responsibilities
10.  Development and use of monitoring and evaluation systems

There do not appear to be any significant breakthrough outcomes
+ in institutional capacity development in support of this function.

11.  Development and use of compliance and enforcement systems

The SDPI’s capacity to arganize successful advocacy programmes
and thus create "countervailing powers” that lead to compliance
~ with norms of environmentally sound behaviour can be regarded
. as a breakthrough outcome, especially given the weakness of
other, forrnal enforcement mechanisms. -

The ES’ capacity to ensure that all project planning documents
{PC1) from federal and provincial agencies address environmental
considerations provides the ES with an institutionalized capacity
to ensure compllancc with specific formal reguirements of
prajects.

The above listing is illustrative. We believe that it would be valuable for the
PEP partners to consider whether there are other possible breakthrough outcomes
that represent sustainable institutional capacities to perform the above-listed
functions.

Again the framework should prove useful at such time as the PEP partners
conduct the analysis of their needs for sustainable institutional capacities. This
would help to bring a more normative approach to the analysis. Similarly, in

Section 9.2, we go further into looking at components of capacity that should be -

considered on a normative basis in that needs analysis.

Recommendations

1. CIDA should icientify the characteristics of the programme-level

breakthrough outcomes that it is seeking and possibly utilize the
TEMS framework or something similar. ;

2. CIDA should then request that a PAC meeting should consider the
merits of reporting on breakthrough outcomes utilizing an approach
proposed by CIDA but open to possible medification by the PEP
partners dnd the Executing Agency..




8.0

-~

EFFICIENCY

An effective programme is one that achieves the results expected of its activities.
It is efficient to the extent that it achieves those results at the lowest cost and at
adeguate or required levels of quality or service. And it can be said to be an
economical programme if it provides the right amount of the right resources —

financial, human, physical, and informational — at the right level of quality, at -

the right time, in the right place, and at the right cost.’

In this section the focus of attention is on the efficiency of the PEP; that is, the
efficiency with which the four institutions are being strengthened in order to
perform those functions that will enable them to better facilitate the
implementation of the NCS and, more generally, programmes supportive of
sustainable development. Some attention, however, is also given to effectiveness

and economy:

In assessing the efficiency with which this change is being introduced, it is
necessary to consider a number of factors: g

. the clarity with which the expected results are atticulated; -

. the realism of the scheduling, especially relative to the absorptive .

capacity of the institutions being strengthened and of the people involved;

T the sufficiency (quality and quantity) of resources; and,

. the operating context.

These are not easily separable for purposes of discussion. And further

complicating the analysis is that onc should distinguish between the overall
picture, over time, and the current situation, and between the overall programme
and work on each unit.

In essence, the general assessment is that the PEP, as an overall programme, has
been muddling through, yet has the potential to realize most of its objectives, as
identified in the Contribution Agreement, if some changes are made. It has
exhibited considerable inefficiency in its operations until recently, primarily
because of the extraordinary delay in the signing of the CPO’s contract. The

hiring of a Project Manager to replace the Project Coordinator appears to have .

made some difference and the hiring of an Assistant Project Manager, as is being
discussed, appears warranted. Considering the nine units separately one has a
different picture. The JUCNP’s units and the SDPI are being strengthened
reasonably efficiently. The two GOP units are also efficient for the extremely
low expenditures from the PEP budget. They become inefficient when the
implications for PEP overhead costs are considered. ' ' '

1
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8.1

8.2

The Ciarity of the Expected Results

The Contribution Agreement makes clear that the intent of the PEFP is to
strengthen the four institutions involved so that they shall be able to perform their
functions more effectively. However, as was underscored in Section 2 of this
MTR report, in its early stages those responsible for the PEP secem to have lost
sight of the fact that sustainable institutional capacity had to be built and that the
most efficient way of doing this would be to conduct an analysis of the

institutions’ capacity-building needs relative to the functions that the institutions

were expected to perform in an enhanced way. Regrettably, this was not done.

Instead, after a considerable period of time, we find that in the RBM matrices

that were completed in June 97 it is only the "products” of these enhanced
capacities that are being emphasized as expected results. Again, unfortunately,

* the untimely introduction of the unfamiliar and inadequately articulated concept

of RBM and the accompanying matrices meant that the matrices were not
completed in a consistent manner by all nine units being strengthened.

Thus the expected results were not expressed with clarity. And thus there has
been a lack of clarity as to precisely what each player should be doing and how
it relates to a bigger scheme of things.

Timing and Absorptive ICapacity

Timing becomes a factor in two distinct ways when considering the efficiency of
the PEP: ' ' -

» . the delays in signing the contracts with the JUCNP and later the C];’O;

. the pace of work relative to absorptive capacity.

Ideally, the PEP would have commenced as soon as possible after the NCS was
given the stamp of official approval by the Cabinet of the GOP on 1% March
1992, and after the NCS project funds ($3.7 million) had been exhausted. The
NCS project officially terminated in late 1993, but judging from the existence of
some small "bridging activities" the funds had been exhausted earlier than that.

~ As it happened, and as is discussed in Section 1, the contract between CIDA and

the IUCNP as Executing Agency was signed only on 8" November 1994, Thus
there was a considerable period with no significant contract in place. Although
the official start of the PEP is identified as being 4™ July 1994, this appears t0

have been done to cover a complete fiscal year and to cover the costs of an

initial study conducted by MAS, a firm of local consultants, on the plans of the
two GOP units involved. We have not had the opportunity to examine the MAS
study but we have been given varying views as to its utility. The net result,
however, is that it does not seem to have been utilized. And the period without .
a significant contract thus assumed an even greater significance. '




With 8" November 1994 being the actual starting date (and implicitly
acknowledged as such in the Contribution Agrecment), there appears to have
" been a sense that, after the hiatus of a year or two, the momentum over the NCS
" was being lost. To the extent that this was a concern, it doubtless contributed to
a desire to "get the job done”. That, however, seems to have been translated into
"implementing the NCS”", with insufficient explicit attention to building the
sustainable ipstitutional capacity of the four institutions to enable them to
"enhance their performance in facilitating others to get the job done".

Over the following 18 months or more, until the CPO’s contract was signvs':i:ll with
CIDA, any outside guidance had to come from CIDA. CIDA was uadergoing
‘severe budget cuts and seemingly decided that it could not afford to assign
sufficient personne} time, to provide the requisite guidance. At about this time
CIDA as an agency also decided to severely reduce the investment in external
project monitors. This further reduced the desk’s resources and the PEP’s

effictency.

What CIDA did do, doubtless in recognition of its responsibilities for making
sure that the JUCNF had the capacity to serve as the Executing Agency, was (o
commission, in December 1994, a study — "Capacity Building for the
Environment: A Background Study for the Pakistan Environment Programme”.
While this appears to be a very interesting document, it did not pretend to
provide any analysis of the capacity-building needs of the four PEP partner
institutions. Nor did it provide a clear, step-by-step guide to how the IUCNP and
the PEP partners should proceed on this front. Thus while some useful
references were made (o it in the Inception Report, they were of a very general
nature. Although the report may have been discussed, it seems (o have left little
lasting impression on those who were responsible at the time for undertaking any
more detailed design work. In short, it misjudged the absorptive capacity of the
IUCNP as the Executing Agency and of the PEP partners at that time.

The IUCNP was clearly struggling with its first undertaking, of consequence, as
an executing agency. The Inception Report appeared in June 1995, but again
there was no step-by-step guide as to what was to be done. The Memoranda of
Understanding (MOUs) with the other PEP partners took a long time to finalize,
with that for the ES being signed on 29" August 1995, and that for the NCS Unit
being signed on 4" September 1995. ‘ "

It is not clear whether there was a conscious policy position on CIDA’s part both
to accept the PEP as a locally-directed programme and to accept this slow pace
as a necessary part of such a programme, whereby the IUCNP would "learn by

doing", at its own pace, to become an executing agency. To the extent that there

may have been a policy position, which could under certain circumstances be a
perfectly acceptable position, so this should be taken into account in assessing the
efficiency and the economy of the PEP’s implementation. To the extent that
there may have been no such policy position, it would appear that CIDA may
have ntisjudged ‘the TUCNP’s capacity to serve as an executing agency.
Paradoxically, under either scenario, it would appear that CIDA was not
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providing sufficient guidance to the PEP in this period to May 1996 — simply

~ because CIDA had the responsibility to ensure that the IUCNP had the capacity

to perform as the Executing Agency.

Lo i
The fact that the PEP calls for the IUCNP’s strengthening across the board
suggests that there was recognition of the Executing Agency’s needs.

However, other factors suggest that there was no such policy position at the time,
despite the inference that one may be behind certain clauses in the CPO contract
in May 1996. For example, CIDA seemed very insistent that the PEP should
adopt the PITS, which at that time was far {rom fully developed and bad never
been used on a project in Canada or eisewhere. The PITS was the subject of a
workshop in May 1995, It is discussed in Section 6. Suffice it to say here that

‘the systemn was still not operational in March 1998 after having absorbed a lot

of precious time. It cannot, in our view, be regarded as appropriate technology
in its present state. And such insistence on its adoption is not consistent with a
policy of first building basic capacity o serve as an executing agency.

Thus, in terms of the absorptive capacity of the IJCNP as Executing Agency and
of the PEP partners, it would appear that, pnor to May 1996, they were ready to
absorb more assistance than they were receiving but it clearly needed to be much
more relevant to their needs.

After the signing of the contract with the CPQ, in May 1996, there was, quite
‘understandably, a desire on the part of all concerned to get the CPO’s team out

into the field. Indeed,it is impressive how quickly the first mission was fielded.
In hindsight, it is unfortunate that the Adviser on Institutional Strengthening was
not able to be on that first mission and that the focus was therefore not on what
should have been the central concern at the outset — namely the organization of,
or at least the approach to, the analysis of the institutions’ needs for capacity-
building. (Due to the continuing delays in the signing of the CPO’s contract with
CIDA, the Adviser had committed himself to another short-term contract.)

‘At this juncture, considerations pertaining to the sufficiency of resources (both

in terms of quality and quantity), while already of significance, become that
much more important, because of the availabitity, through the CPO of $4.2
million.

~ The Sufficiency of Resources

The signing of the CPO’s contract with CIDA on 16" May 1996 meant that, 18
months after the actual start of the PEP, the IUCNP and the PEP pariners were
to have access to roughly $4.2 million in services from Canada. These funds
were in addition to the $9.3 million already available to these parties.

The totality of these resources (i.e. $13.5 million) appears to be of sufficient
quantity, given the absorptive capacity of the recipient parties. The quality of the
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resources is also good. Here our interest is essentially in the quality of the -
personnel who have been hired or supported in Pakistan or hired from Canada.

As we have noted throughout Section 7, relative to each of the nine units being
strengthened, the staff involved are generally of excellent quality, We have noted
that in the NCS Unit the staff appear to require somewhat more direction but,
once given that direction, they should also be given more latitude to act on their
initiative if they are to be employed efficiently. -

The lead players in the CPQO’s team are also suitably qualified and it is

regrettable that they have not been able to be deployed more as a team. Their
performance is commented on further in Section 4 and Section 9. -

The Operating Context

The 0perating- context is somewhat different for each of the four institutions
being strengthened. As is noted in Section 7, the ES (and to a large degree the

Law Programime- within the TUCNP) has a set of responsibilities that make it

easier for it to systematize its work. The NCS Unit, on the other extreme of the
spectrum, is having to fight a ot of fires. It is possible to organize for thls. but
it is more challenging.

The two GOP units are very susceptible to changes in government and to -

turnover of senior personnel — both ministerial and staff. Business does not
proceed as usual under a caretaker government. And each time the Secretary
changes, or indeed any other senior staff change occurs, there is a lot of time
wasted on briefings and getting a sense of the latest priorities, etc.

'This has accounted, in large part, for the very low disbursements by the two GOP
units. In addition, the PEP’s approach to disbursing funds to a GOP unit through
a NGO was completely new for the GOP; as was the procedure for staffing.. This
affected disbursements initially. In the medium term the NCS Unit also became
conscious of the need to guard against political pressures on their resources. And
over the longer term, for both GOP units, it was found that a number of expenses
that originally were budgeted for under PEP are in fact being met through the
regular budgets of the ES and, in the case of the NCS Unit, of the MELGRD."

As is explained in Section 7, the situations of the two GOP units are somewhat
different in that the ES has a regularized office but not a regularized staff (they
are borrowed); whereas the NCS Unit is a project under the GOP’s development
budget. This uncertain status of the NCS Unit, and to a lesser extent the ES, has

affected the attiude towards the training of staff, which in turn affects the

attitude of the staff towards remaining on the job. This, in tumn, affects the
overall efficiency of the PEP’s support.

The SDPI and the TUCN operate under very much less demanding conditions
than the {GOP units. The SDPI, in particular, with its relatively manageable
mandate] has already been able to put 90% of its allocation of the PEP budget

§-35

e




8.5

to good use. The IUCNP, with a relatively broad programme of activity, faces
more constraints than does the SDPI. Yet despite this, each individual unit has
used its funds very efficiently.

Overall Considerations
In light of the above considerations, our assessment of the efficiency of the work

being done towards the realization of the expected results is as stated in the
general assessment in the introductory remarks to this Section 8.

‘To provide some elaboration on this general assessment, it is helpful to focus on

both the macro-scale and the more micro-scale levels of activity of the PEP.

At the macro-scale, our great concern has been with the poor timing of the

signing of the CPO contract and the implication of this for overall efficiency.

The delay in the availability of the CPQ’s additional resources has doubtless
accounted for some inefficiency in the spending of the funds prior to May 1996.
We believe that it is reasonable to assume that, if the CPO’s services had been
available to the JTUCNP at the start of the PEP in November 1994, there would
have been a willingness on the part of the TUCNP and PEP partners to have fully
involved the key players on the CPQ’s team in the preparation of the Inception
Report and the more detailed planning of the PEP. Most likely, although one
cannot be sure, this would have resulted in a programme design that would have
made explicit the building of the sustainable institutional capacities of the four
institutions as a prime objective to be satisfied prior to, or at least in tandem
with, the production of what we call, in Section 7, the "product” outcomes.
Hopefully,this early involvement of the CPQ’s team would aiso have produced:

. the capacity-building needs analysis;

. a clearer statement of expected resuits;

. more useful work plans;

. budgets that from the outset were more clearly related to work plans; and,
. reports that wer‘;*. more clearly related to work plans and budgets as well |

as expected results,

Given the delay in signing the CPQ’s contract, the IUCNP' and the PEP parmérs,

had already established a mode of operation by the time the CPO became
available. The CPO could suggest, as it has done on several occasions, that it
would be helpful if the above improvements (such as the conducting of the needs
analysis) were to be introduced. But it is up to the IUCNP and the PEP partners

to decide what.should be done and when.
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At the micro-scale our concern focuses on the lack of a plan for institutional

strengthening based on an analysis of the need for sustainable institutional

capacity development.

As is discussed in Section 9, on the TUCNP’s role in- managing the PEP, and in |

the further discussion of the IUCNP as Executing Agency in Section 3, the
Executing Agency has not been performing well. Its requests of the CPO are not
being made within the context of a clear, overall plan with timelines. It is thus
impossible to assess, with any accuracy, the timeliness or appropriateness of any
one input from the CPO, unless one assumes that: :

. ' cv_erythir;g else that is being done that relates to that input is also
appropriate; and,

. the request really represents a priority that has emanated from a clearly

" thought out pian for the PEP as a whole and for the units within that

overall plan,

In essence, the same limitations are placed on one's ability to assess the

_timeliness and appropriateness of the Executing Agency’s inputs.

What one has to do therefore is what we have done in Section 7. We have
produced statements of "assumed outcome of activity”, based on what the PEP

‘partners appear to be seeking to realize, assuming that they do intend to satisfy

the terms of the, Contribution Agreement. Against these sought-after results, that
we have chosen to regard as outcomes, we have been able to offer a general

assessment of the efficiency with which those outcomes are being realized. Our - '

overall impression, given all the other limitations and constraints under which

each unit is working, is that each unit performing reasonably efficiently. The fact

that it is so difficult to set timelines that can be adhered to, in an operating
environment such as exists in Pakistan, makes the achievements of the units that
much more remarkable. What makes the PEP as a whole less efficient is the
built in overhead of the CPO and CIDA, which is predicated on the assumption
that the PEP partners and the Executing Agency would be moving at a faster
pace. : i

Although none of the "assumed outcomes” identified in Section 7 has been fully

realized as yet, all are being worked on. What one can try to determine is
whether any key components of capacity are being neglected. In Section 9.2 we
have taken a more normative approach to identifying components of capacity that

are likely to be needed in order to develop the capacities currently sought by the’

PEP partners. Our comments identify where there may be particular weaknesses
requiring attention. However, as we reiterate there, what is required is the needs
analysis. This would alse reveal whether the lists of sought-after capacities are
complete. '

Cleasly, the conducting of such a needs analysis would make the PEP that much
more efficient. '

E
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Recommendations : .

1.

f

CIDA should consider the implications of its reésponsibility for
ensuring that '"'the IUCNP has the development:ﬁj, technical, financial,
administrative and managerial capacity to run the PEP" (as per the
Contribution Agreemcnt), and undertake appropriate action.

An analysis of ,the needs .of the four PEP partners for the
development or strengthening of sustainable institutional capacities
should be undertaken forthwith, or immediately following the MTR

- of the implementation of the NCS if that is expected to be completed

within, say, three months. Plans should then be made for-the
remaining period of the PEP to meet those needs on 2 priority basis
within the context of the budgets of each of the nine units. Any

_activities that cannot easily be justified to, and supported by, the PEP

partners should be eliminated and the savings in outlay should be
redistributed to those units most in need,
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9.1

MAJOR MANAGEMENT ISSUES

This section addresses major issues relating to the management of the PEP. In
essence, it is structured to respond to those issues identified in Section 4.5 of the
MTR team’s TOR, although it also accommodates the examination of some. othcr :
management-rciatcd issues identified in other parts of the TOR.

The discussion is organized in two parts: -

. The PEP's overall management, including the management of the
partnership and the specific management responsnblllty of CIDA, thc
Executing Agency and the CPO.

. The development of the capacities of the PEP partner institations.’ Here,
~ “as in Section 7, we again start with the statements of assumed outcome

of activity — i.e., the sought-after capacities, However, as explained in '
Section 1.2.2, which readers are encouraged to look at first, here we take

a more normative approach and identify the components of capacity that

should be put in place if the PEP partners are to more fully develop their

~ sought-after capacities. We then identify some indications of progress in -

this respect. That discussion should be read in conjunction with the

relevant parts of Section 7.
The Overall Management of the PEP

As indicated in Section 1.1, the basic structure of the PEP consists of the four
PEP partners as recipient institutions, the Executing Agency, and the CPO.

CIDA’s management responsibility for the PEP is vesied in a PmJect Team led
by a Project Team Leader (PTL), based in the Pakistan Division of the Asia
Branch in CIDA Headquarters, in Canada. CIDA signed a Contribution
Agreement withi JUCNP for the management of the PEP in Pakistan. The
IUCNP, as the Executing Agency for the programme, subsequently signed

_agreements with the Sustainable Development Policy Institute (SDFI), the

Ministry of Environment, Local Government and Rural Development (MELGRD) .
of the GOP, and the Planning and Development Division (PDD) of the Planning
Comumission of the GOP.

PEP is managed according to the activities cited in the CIDA/IUCNP
Contribution Agresment, and confirmed and elaborated in the Inception Report |
and subsequent annual workplans and reports. Specific’ management
accountabilities of each institution involved in the management of the PEP are
identified broadly in the following sections. More specific details of management -
responsibilities are found in the respective agreements signed by between CIDA
and JUCNP and CIDA and the CPO. -
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9.1.1.1

9.1.1.2

Here, we look first at the management of the pa:tncrship and then at the specific
management accountabilities of CIDA, the CPO, and the IUCNP as the Executing

Agency.
The Management of the Partnership .

Governance Structure

The programme is governed through three fora: the ' Programme AdViSOI'j;'
Committee (PAC), the PEP partners meetings, and the Strategic Planning Group.

The l?rogra;nme Advisory Committee is composed of senior representatives of
the MELGRD, PDD, CIDA, SDPI, and IUCNP, and has an observer from the
CPO office. The PAC provides overall strategic guidance to the programme, and

1is scheduled to meet, at a minimum, every six months.

The PEP partners meetings were set up as a means of managing PEP between
PAC meetings. The PEP partners meetings provide the forum for operational
decision making and for sharing information about PEP and the actlvities of the
PEP partners. The four PEP partner organizations and the CIDA Pakistan field

representative attend these meetings.

The Strategic Planning Group is comprised of the heads of the four PEP partner
organizations and was created 10 ensure political commitment to PEP from senior

levels within the GOP.

Fundamental to the success of the PEP, from a management perspective, is
whether an appropriate structure is in place to govern the overall direction of the
programme. The current arrangement, with the ‘three levels of committees

providing overall governance to the PEP would appear 1o be an efficient design

on paper. Implicit in this design, however, is the requirement for all stakeholders
involved in the management function to develop a relationship which is based on
open communication and demonstrated performance. An indicator of the

productiveness of such a relationship can be found in the type and levels of

communication that occurs between the respective stakeholders.

Communication on management issues can take many forms, such as formal

-reporting mechanisms, scheduled meeting of committees, and informal . i
communications between the respective partners. ,

The Strategic Planning Group was set up in 1997 and has not met to date,
therefore no comments can be rendered as to its responsiveness to the needs of
the PEP partners, as requested in the TOR of the MTR. |

The PAC

In examining the minutes of the previous PAC meetings, and having observed an
atternpt at holding a PAC meeting upor our arrival in November 1997, it would
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9.1.1.3

b

appear that the level of issues being discussed in this forum are not of a strategic

nature, and do not appear to be providing overall strategic guidance to the

programme. In examining the underlying rationale for the apparent lack of
strategic direction being provided through this forum, one of the fundamental
constraints that surfaces is the lack of a proper allocation of functions between
the PEP partners relative to their contribution in implementing the NCS.

An initial attempt at such a division of labour was undertaken by the MAS group
at the outset of the programme. However, indications are that the session was
not effective in identifying and aliocating the totality of the functions to be

undertaken in support of the NCS implementation across the PEP partner.-,,
organizations. A subsequent attempt at identifying the institutional issues for the-~
two government units, undertaken by the Institutional Strengthening Adviser from -
“the CPO did not produce the desired resilts. The end result is that each
organization was left to develop its own interpretation of how it should contribute . -

to the successful implementation of the NCS, and the appropriate division of

functions across the PEP was not considered in a systematic or holistic manner. -

_The development of the resultant "stovepipes" has contributed to an each of the

institutions not knowing what the bigger picture is that they are all jointly
contributing towards. This leads to PAC discussions that focus on procedures
and operational issues, without examining and discussing the broader, strategic
directions of the programme relative to the state of the environment within

Pakistan.

Recommendations

1. The PAC should meet separately to discuss the strategic direction of h

the PEP, relative to the results of the NCS review (to be undertaken
this summer) and re-focus the programme on areas of highest
priority identified in the NCS review.

PEP Partner Meetings
With respect to the PEP partner meetings, it would appear that there is a lot of

discussion that is focused on clarification of operational procedures and processes
relative to the PEP. This is partly justified by the attendance of varying staff

members from the respective organizations. A major factor that is contributing
to this repetition and clarification of procedural information was the lack of -~ ~

documented procedures that were communicated and understood by all of the
programme partners. This was apparent in the PEP partner meetings attended by
the MTR. team and further substantiated by the lack of clarity evidenced in the

process used to request technical assistance. We acknowledge that various

procedures have been subsequently developed and distributed to all PEP partners

for such requests (January, 1998 ) and other requests for assistance from the

Executing Agency and the CPO.
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9.1.2

9.1.2.1

“There is a need, however, to develop additional procedural guidelines rgiating to

the sharing of information between PEP partners, reporting on nctivities,

‘consultation procedures to obtain input to activities, feedback and sharing of

training activities, seminars and conferences between PEP partners, and other
areas requiring clarification and consensus on procedures between the PEP
partners.

Similar to the statements made in regard to the PAC, the PEP partners suffer
from the lack of an integrated planning framework, resulting in individual work-
planning activities that are not integrated for the PEP as a whole. The purpose
of undertaking such an activity within the PEP would be to identify overlaps in
activities, identify areas of common interest and benefit from savings achieved
through the consolidation of functions. This would lead to improvements in the
focus of individual organizations and result in efficiencies in the allocation of the
scarce resources dedicated to the PEP.

Recommendations

1.  The Executing Agency shouid finalize the development of procedural’
gmdelmes on consultation between PEP partners and other guidelines
for accessing CPO or Executing Agency assxstance by the PEP
partners.

2. The PEP partners should undertake a joint work planning session to

focus organizational functions across the PEP partners and eliminate

. overlaps and duplication of efforts. (This may have to be finalized
following the outcome of the NCS review.)

- Specific Management Accountabilities

Three key players in the management of the PEP are CIDA, the CPO and the
IUCNP as Executing Agency. Since there have been some difficulties with the
lack of clarity over their roles, their specific accountabilities merit attention. The
starting point for this assessment is the functions that each organization is
responsible for as stated in the Contribution Agreement, the Memorandum of

- Understanding, and the contracts entered into by the CPO and the JUCNP with

CIDA.
CIDA
CIDA's responsibilities are exercised by the CIDA Project Team Leader, acting

in cooperation with the Canadian High Commission (CHC) in Islamabad. More
precisely, CIDA’s management responsibilities are to:

. Approve, through participation in the PAC, the Inception Report;
. Select and contract, in consultation with IUCNP, a Canadian Partner
QOrganization; , :




. . i
. Review and approve IUCNP requests for advances, based on actual
requirements for funds in relation to activities;

- Review audit reports and Annual Workplans, :

. Contract for monitoring, evaluations and other operational reviews and
audits as required to assure compliance with CIDA’s relevant standards;

. Remain aware of PEP progress and problems and be able to identify the
need for and take corrective action; o : -

. Determine whether project outputs and purpose are being met as per. the
RBM matrices; and '

*»  Ensure that the Executing Agency has the requisite capacities to run the
PEP. :

Wit respect to CIDA's contractual management functions, there was an

extraordinarily lengthy delay in the appointment of the CPO. This affected the
CPQ’s ability to establish joint planning procedures and operational guidelines
for its interaction with the PEP partners, given that the individual organizations
had already developed their own operating guidelines during the two year time
* lag in the appointment of the CPO. It is recognized that, at the time the CPO
contract was being let, CIDA was in the process of implementing new contracting
rules and regulations that may have extended the contracting process. It:is
understood that the new contracting regime should allow for the more timely
issuance of contracts of this nature. ' : :

Another important factor in examining CIDA’s management functions is the -
stability of staff during the course of the programme’s life cycle. Since its
inception, CIDA’s management personnel have experienced a complete turnover,
resulting in a new PTL at CIDA HQ, a new Head of Aid at the CHC, and- 4 new
field officer at the CHC in Islamabad. This resulted in a steep learning curve for

the individuals taking on the management responsibility and generated some -,

confusion in dealings with the PEP partners, with accepted practices being
questioped, some procedures being revisited and additional information being

.. requested for reporting, both in terms of content and format. Although this

turnover is part of the cyclical nature of employment within CIDA, CIDA should
anticipate these types of departures of management staff during the course of a
project’s life cycle and plan accordingly. ’

In reviewing the levels and type of communication between CIDA HQ and the
PEP partners, it appears that, although copious quantities of information are being
distributed by the PEP partners to CIDA, the sheer volume and lack of specificity
in terms of content do not ailow for detailed examination and analysis by the
PTL. This results in feedback that is general (e.g., CIDA needs "breakthrough
outcome reporting"y and that does not provide specific enough direction back to
the PEP partnership to be of ready use in improving its capacity in this regard.

In reviewing thé levels and type of communication between CIDA HQ and the
CPO, it appears that there is lack of common understanding as to the limits of
authorify engendered in the CPO contract, resulting in the subsequent need for
CIDA to provide detailed decisions relative to operational aspects of the CPO
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functions. This form of micro-management is viewed unfavourably by the CPO
and the PEP partners.,

Although we recognize the need for the CPO to properly discharge its fiduciary
responsibilities (given the surety bond that was established), CIDA must ensure
that the CPO and the PEP partners comprehend their respective management
functions and responsibilities by providing adequate direction in terms of

feedback to the respective organizations, This requires the full cooperation of the

CPO and the PEP partners in recognizing each other’s contributions to the
success of the PEP and in defining their working relationship in unambiguous
terms.’ ' '

Recommendations

. CIDA should provide specific direction to the Executing Agency as

* to an acceptable format and level of reporting from the PEP and the

-~ CPO. This should address both the content of the information being

-provided and the level of detail required to provide CIDA with the

requisite fiduciary information needed to respond to Government of
Canada financial regulations.

2. CIDA should develop, in consultation with the CPO, specific
guidelines for the involvement of CIDA in decisions relating to the
PEP partners. This will necessitate the full cooperation and
acceptance of the PEP partners as to the role and limits of
authority/discretion the CPO must exercise in discharging its
contractual obligations to CIDA.

The CPO
The CPO’s responsibilities are in supporting JUCNP in the planning and

facilitation of linkages between Canadian and" Pakistani specialists and
organizations; and in implementing the regional initiatives component of the PEP.

More specifically, the CPO is to: )

!

. Advise on Canadian capability to meet IUCNP and GOP needs and on
: areas of mutual interest between Canada and Pakistan;
e - Identify, contract'and administer Canadian resources;

. Facilitate the development of networks and relationships between selected

GOP public sector, academic and NGO organizations and their Canadian
counterparts and implement regional initiatives, under the direction of
TUCNP; .

.. " Coordinate and manage training activities in Canada and assist as

required with regional initiatives; i

. Liaise with the JUCN Canada office in Montreal regarding the promotlon

of linkage activities.
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. Account for all funds spent'on Canadian goods and services and submit
_ required reports to [IUCNP and CIDA HQ; and
. Participate as an observer in PAC meetings.

There have been some difficulties encountered within the context of the PEP’
surrounding the specific role and limits of authority of the CPQ in its relations
with the PEP partners and CIDA. As previously identified, part of the difficulty
appears to be the late entrance of the CPO in the PEP relationship, with the PEP
partners already having developed their own "modus opefandi”, without the
benefit of the advisory function envisaged in the CPO contract. Other factors
contributing to the difficulties the CPO has encountered in discharging its
‘Functions are; the lack of standardized procedures for interaction with the PEP.
partners; and confusion over the limits of the CPO’s quality control function.
This is a flaw in the design of the programime and constitutes & .major factor
limiting the progress achieved to date. . : '

The CPQ’s roie is.one of support to the IUCNP as Executing Agency in the PEP.
" At the same time, however, the CPO is charged with maintaining the quality
control aspects relating to the acceptance of, and the provision of, these products

and services, thereby necessitating a certain discipline in its approach to .

" interactions with the PEP partners. This discipline has been perceived by the - .

* PEP partners as an attempt by the CPO to control certain aspects of the PEP.

A case in point is the rejection by the PEP partnership of proposed candidates put
forth in response to a request for technical assistance. It appears that the CPO
_interpreted the rejection as a lack of adequate information provided to the PEP |
partners with respect to the experiential requirements of the candidates. The CPO
thus proceeded to re-propose the same candidates, providing additional
information on their backgrounds. This was perceived by the PEP partners as the
CPO attempting to control the selection of candidates. o

From a business perspective, the CPO finds itself in an untenable position. On

the one hand, they are contractually responsible for the quality of the candidates . .

‘and the process used in the provision of assistance to the PEP partners. On the
other hand, they have no direct control over the selection or the quality of the
assistance rendered once the selection has been made by the PEP partners.

A similarly untenable position is found with respect to the fiduciary responsibility
_the CPO has for the disbursement of training funds and funds allocated for
regional initiatives. On the one hand, they are contractually responsible for these
funds. On the other hand, they have no control over the funds once they have
been allocated,to a PEP partner. :

Arother factor that becomes apparent in the relationship between the CPO and
the PEP partners is the lack of clear direction provided by CIDA with respect to
the limitations of the CPO’s role. This has necessitated the intervention of CIDA
as an arbitrator in matters that should have been dealt with more appropriately
in the context of a partnership between the CPO and IUCNP as the Executing
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Agency. The basis for a partnership is one of open communication and trust, two
aspects which, until recently, had not been evident in this relationship. The MTR
team is cognizant that communication between the CPO and the PEP partners has

-recently gone through a turbulent period, — although it now appears to be

improving, with clearer processes and procedures being initiated.

It is imperative that the CPO and IUCNP as the Executing Agency develop a
common understanding on the provision of assistance by the CPO for the PEP.

"This alse inciudes the concept of risk management between the CPQ and IUCNP -
~ as the Executing Agency. An example of this would be the Institutional

Strengthening Adviser’s report relative to the two government institutions. It

would appear that, although IUCNP was actively involved as the Executing:

Agency in the conduct of this review and the production of the report, it
abdicated its management responsibility in defending ‘the conclusions of the
report in discussions with the other PEP partners. There must be a conscious
recognition that TUCNP has a joint responsibility in responding to criticisms
emanéxting from the other PEP partners in the condact of the CPO function.

Another aspect of the programme design that appears to be counterproductive in

the context of the PEP was the premise that the CPO role would mainly be one
of a "reaétive” nature, In capacity development/institutional strengthening
projects, the reality is that the recipients of the assistance may not have enough
knowledge 10 really know what they need. It is therefore incumbent on the
provider of technical assistance 1o be proactive rather than purely reactive. The
PEP partners as .2 whole, but especially the government units, have not been
adequately briefed and helped on the kinds of and type of technical assistance
available. Although the CPO has done some rudimentary training needs analysis
work with the PEP partners there has been no serious professional integrated
needs analysis done. Without a needs analysis it is impossible for either the client
or the CPO to make any professionally informed decisions concerning the amount
or type of technical assistance required. -

Recommendations

. CIDA should develop, in comsultation with the CPO, specific

parameters for the responsibility of CPO in the quality control
process relating to the provision of services to the PEP partners.
This will necessitate the full cooperation and acceptance of the PEP

partners as to the role and limits of authority/discretion the CPO .

must exercise in discharging its contractual obligations to CIDA.

2. With respect to the fiduciary respensibility of the CPO over funds

~ which are controlled and disbursed by the PEP partners, the CPO

and CIDA need ‘to amend the contractual obligations of the CPO to
ahsolve the CPO of the responsibility for these funds. “

3. The CPQ needs to be more pro-active in its provision of service_'s to
[UCNP and the other PEP partners. This would have been achieved
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i
had the institutiona! profiling of the requirements for the various

 PEP partners been undertaken and supported as a preliminary step ‘

in identifying the type and levels of assistance required. At this

 stage, giyen the time remaining in the original programme, we do not

advocate an institutional profiling exercise of all the PEP partners,
however, urge the CPO and JUCNP to conduct a needs analysis
based on current knowledge of the functional requirements of the
programime, :

A CPO representative should attend all PEP partner meetings to

ensure that information flow between the partners and the CPO is
maintained. This will help the CPO not only in becoming more
responsive, but will also enable the CPO to put forward its own point
of view on technical issues and the availability of Canadian technical
expertise. ' .

The YUCNP as Executing Agency '

The primary responsibility of TUCNP is to manage planned activities in order to
achieve the PEP's objectives. More specifically, [UCNP is responsible for:

Signing agreements with SDPI, the NCS Unit of the Ministry of

~Environment and the Environment Section of the Planning Comimission;

Ensuring that the overall PEP focus on institutional strengthening is
maintained and that the resources necessary to plan and implement
effective human resources development and institutional strengthening -
activities are mobilized; :
Ensuring that all project components and activities are properly planned,
managed, implemented and monitored and that any requisite corrective
action 1s taken; . ' S . -
Ensuring that appropriate linkages are established between the various
project components; o ' '
Assisting as required with the preparation of PC-1s and PC-4s to ensure
that they are in place; _ .
Ensuring that all programme components have annual work plans with
indicators and milestones for each activity. The definition of such
indicators shall reflect the use of a results-based management approach
in the management of PEP,; '

Monitoring implementation through indicators.and milestone reports;
Ensuring fiscal responsibility for ali the project components through
periodic audits;

Managing all CIDA disbursements on the Programme, except for
contracts with the CPO and CIDA evaluators;

Submitting all required reports to CIDA HQ; and,

Acting as the secretariat to the Programme Advisory Committee.

In examining the role that IUCNP has undertaken as the Executing Agency for
the PEP, it is important to differentiate between the initial stage of the
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programme (administered through the PEP Coordinator) and the current stage of
the programme {coordinated through the PEP Manager).

“The initial interpretation of the function of executing agency by TUCNP was that
of a role of coordinating the various activities and requests for assistance from
the PEP partners. Prior to the appointment of the CPO in May 1996, this
function consisted largely of facilitating the disbursement of funds to the PEP
partners and ensuring that the reports required by CIDA HQ were produced on
time and in 4n acceptable format. Notwithstanding the Contribution Agreement
signed between CIDA and IUCNP, wherein IUCNP is to facilitate the capacity
development and institutional strengthening of the four PEP partners (itself
included), the IUCNP, particularly with respect to the two government units,
~ adopted a "hands-off" approach.

During this period, however, there were initiatives undertaken by JUCNP’s

thematic units to provide assistance on an activity basis. The Communications -

Unit of IUCNP did provide assistance in the development of a communications
strategy relating to, the devélopment of a mass awareness campaign for the NCS

unit and did a communications review of SDPI. The Business and Law Unit was
actively involved in the development of the Pakistan Environmental Protection
‘Act, collaborating with the NCS unit in its promulgation and ratification by the
Parliament. - '

In the area defined as institutional strengthening, however, little effort was
undertaken to transpose some of the systems and components adopted within
IUCNP (e.g. orientation programme, human resources manual, financial
management system etc.) to the PEP partners.

JUCNP’s own role as manager was clarified only midway through the current
phase. Only then could it strategically facilitate other PEP partners in
implementing their workplans. '

This situation was exacerbated by the misunderstanding that each PEP partner .

had in planning and develpping their individual workplans - lack of joint work
planning meant that all the partners took their own routes, based their vision of
what activities were required. There was even a lack of joint work planning
between the various ITUCNP units.

Subsequent to the appointment of the PEP Manager, there has been more
proactive assistance rendered to the PEP partners. The financial manager of the
IUCNP has recently provided assistance to SDPI in establishing a ﬁnaﬁcial
management system. The Environmentai Impact Assessment Unit of the JUCNP
has collaborated with the ES in the conduct of a workshop on reviewing and
critiquing environmental impact assessments provided as part -of project
proposals. '

One of the areas requiring better coordination amongst the PEP partners is the
sharing of information regarding each others’ activities and projects, with a view
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to creating synergy between the PEP organizations. Creation of synergy among -
PEP partners is a function of the PEP Manager.

9.1.2.3.1 Recommendations |

1.  The PEP manager should initiate joint work planning sessions
between' the PEP partners with a view te identifying areas of
commonality and opportunities for joint activities, efficiently utilizing
the sources devoted to PEFP.

2. The PEP Manager should develop a mechanism to ensure better
communication of information on activities between the PEP
partners. This may take the form of activity updates by each
organization during the PEP partner meetings, and should be i
facilitated by the improvements recommended regntive -to the
reporting system (in Section 6). N i

3. An Assistant Manager for PEP should be hired to support the PEP
manager in the areas of operational work and the coordination of the
reports from PEP partners. The Manager of PEF could then
concentrate on strategic issues, particularly the creation of synergy

among the PEP partners and maintaining a focus on building
sustainable institutional capacities. ' ‘

9.2 " Capacity Development of the Four Individual Institutions

“ In Section 7 we looked at what is being done to buiid the components of capacity
that will contribute to the development of the sought-after capacities. Relative
to each sought-after capacity, we identified examples of components of capacity

_that aré being put in place,

What we did not do was to comment on what will be needed by way of
additional components of capacity if the four institutions are to more fully
develop the sought-after capacities. To throw light on what may be missing or
'is being given inadequate attention it is helpful to adopt a more normative
approach, as is done here. As indicated in Section 1.2.2 this leads us to identify
two distinct sets of components of capacity:

1

1.~ Those components of capacity that are requirements comumon to each of
the four institutions:

) .+ . Management/Administration Systems and Manuals;
vaﬂ “ _ « - Human Resources Management System and Manuals;
(} Tty e Orientation Programme;
_ oﬂ RN Y| '« Job Descriptions;
i 5 % . Strategic Plans; _
/RP&W g ve Funding Capacity and Sustainability of the Institution.
x’{ Q’ L’."O : '
L
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These specific components- are commented on separateiy. as discrete
iterns identified in the MTR team’s TOR.

2. ‘Those components of capacity specific to each institution’s needs. As
indicated in Sectioh 1.2.2, it is here that we have structured the
discussion around what we have chosen to call "component capacities”
(e.g., strategic planning capacity). A "component capacity” is both a
component of capacity and is built up from-the combination of other
components of capacity.

For ary one institution, the listing of the two types of components of capacity is

designed to take the PEP partners closer to coming up with a comprehensive list.
However, we wish to emphasize that the listings should not be viewed as a total
listing. Having said that, we trust that the list should help to stimulate
consideration of what should be looked for at such time as the PEP partners
conduct their analysis of needs in building sustainable institutional capacity.
These hstmgs should be read in conjunction with the hstmgs in relevant sub-

sections in Section. 7 :
f

The observations rendered for each of the PEP partners and the individual units
within TUCNP focus on the training and development initiatives, and the
development of systems, tools and methodologlcs that are required to enhance the
_capacity development of the ifistitution itself. As prev:ously stated in Sections
1.2.2 and 7, the PEP funding has focused primarily on "buying" the capacity; that
is, recruiting individuals for these orgariizations who have the requisite capacities
in terms of skills, ability and knowledge required to perform the functions
expected of their respective positions. No observations are rendered as to the
particular degree of expertise or experience required by individuals within these

positions.

In a number of areas where particular component capacities have been identified
as being required in order to achieve the sought-afier capacities identified in
Section 7 (and repeated here for the convenience of the reader), no evidence was
observed or provided with respect to the enhancement of that capacity: neither
through the development of tools, systems or documented methodologies which
may be used by other staff members of the organization or by its clients; nor by
the attendance of staff members in various fora such as formal training
programmes, conferences or symposia.

This should not be construed by the reader to convey that capacity. development
did not occur, It is meant to be refiective of fact that any such strengthening was
solely as a result of the individual doing his or her job (i.e., it was "bought”
capacity).

Such bought capacity, although of substantial benefit to the organization on a

short term basis, cannot be regarded as "sustainable”. When staff turnover occurs’

within an organization, the capacity of the organization is diminished unless the
institution has documented and disseminated the knowledge that was resxdent
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9.2.1

9.2.1.1

9.2.1.2

9.2.1.2.1

9.2.1.2.2

within the individual, and institutionalized the procedures, etc., such that they
become available for the further development and use of others within the
institution.

The NCS Unit
Assumed Outcome of Activity: The Sought-After Capacities

The enhanced and sustainable capacity of the NCS Unit to facilitate the
implementation of the NCS. ' . ‘

More speciﬁcally,‘this overall outcome is to be realized through the enhanced and
sustainable capacity of the Unit: . ‘

1. to promote the formulation, by federal and provincial agencies, of NCS-
related policies; "

2. to. identify, prepare and coordinate NCS-related projects for and with

federal and provincial agencies and NGOs;

3. to collabo;ate with NGOs and private sector bodies;
4. to monitor and evaluate NCS-related projects;
5. to increase public awareness and bring about e'nvironmentaily-sound
. behaviour;
6. to promote envir-onmental education;
N
7. to promote the implementation of the NCS; and,

8. to administer the NCS Unit,

Componentﬁ of Capacity Required to Develop the Sought-After __Capa_cities'

Management/Administration Systems and Manuals

The NCS Unit follows government procedures with respect to managememnt
procedures and administrative processes. '

Human Resources Management System and Manuvals

The Human Resource Development Chapter of the five year plan is the overall
HRD guide for the NCS Unit. Training opportunities are almost always’ taken
advantage of.- However, non-PEP staff are able to avail themselves of both PEP
and non-PEP funded training opportunities but PEP-funded staff can utilize only

PEP-sponsored training opportunities.
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9.2.1.2.3

9.2.1.24

9.2.1.2.5

9.2.1.2.6

9.2.1.2.7

Orientation Programme

The NCS Unit has no formalized orientation programme for staff, neither relative
to the Ministry of Environment nor to the PEP. '

Job Descriptions |
PEP-funded staff at the NCS Unit do not have job descriptions per se. They do
function, as contracted employees through ITUCNP, under a set of TOR that
clearly delineate their functional responsibilities.. :

Strategic Plans i

The NCS unit does not have a strategic plan, identifying the overall direction of ;

the unit. The de-facto strategic approach, however, has been dictated by the
NCS, which is, in and of itself, the strategic document guiding the work of the
NCS Unit. -

Funding Capacity and System for Maintaining the Sustainability of the

Institutjon

Currently, the majority of positions within the unit are funded by PEP. '

A PC-1 has been prepared and forwarded for review by the Planning Division,:
requesting the provision of funding from the GOP under development budgets for
all PEP-funded positions from the expiration of PEP funding to the year 2003,
at which time a further PC-1 will attempt to "regularize” these positions under
non-development funding from the GOP, '

It is evident that the sustainability of the NCS Unit is heavily dependent upon
receiving the required funding from GOP. The MTR Team was advised by
Senior Management of the NCS Unit that continued funding will be provided

from GQP.

In the absence of securing appropriate funding from the GOP, it is expected that
. the NCS Unit would cease to exist. Given the apparent lack of uptake by the

individuat line ministries and agencies of their functional responsibilities relating

to the NCS, this would precipitate a gradual (or perhaps rapid) withdrawai by the,

GOP from the implementation of the NCS within Pakistan.

Further observations relating to the sustainability of the NCS Unit are provided

- in Section 7.0, sub-section on SDPL

MarketinglCommuﬁication Capacity

Employees recruited under PEP enabled the Unit to estabiish links with

Ministries/Divisions like M/o Education, M/o Health, M/o Commerce, M/o
Petroteum  and Natural Resources, and Provincial Govts./line-
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9.2.1.2.8

9.2.1.2.9

9.2.1.2.10

agencies/departments for promotion of the NCS. In particular the M/o Education
and M/o Health were consulted for chalking out mass awareness programmes.

One section officer of the NCS Unit attended a 40 day training programme on
Urban Water Supply and Waste Water Management in Sweden, sponsored by
SIDA.

The Deputy Secretary of the NCS Unit participated in.a workshop on
Environment Awareness and Education In Bangkok, sponsored by UNESCO and

TUCN.

The Secretary and Section Officer Training, Ministry of Environment; and
Deputy Secretary, and IEC Specialist; NCS Unit participated in the World
Conservation Congress in Montreal, Canada. - ' :

Three staff members of the Unit (the Joint Secretary, the Deputy Secretary and

a Section Officer) received training abroad in environment-related subjects during .
the year. :

;

The Joint Secretary (NCS) visited Japan twice in the year, attending the

' workshops of Environmental Congress organized by Japan Government. Other -

officers of the Unit also participated in the various environment related activities -

abroad.
™y

Negotiating Skills Capacity

No evidence was observed or provided with respect to the enhancement of this
component capacity: neither through the development of tools, systems or
documented methodologies which may be used by other staff members of the
organization or by its clients; nor by the attendance of staff members in various
fora such as formal training programmes, conferences or symposia.

Project Management Planning Capacity
A transparent selection process was developed to select the advertising agencies

to carry forth the mass awareness campaigns for the problem of water pollution
and health hazards associated with contaminated drinking water.

The Unit developed criteria for the selection of advertising companies related to i
mass communication campaigns. . o

The NCS constituting a comsmittee to select the advertising agency/agencies.

Information Management Capacity

A database of environment-related NGQs has bcén developed.

L]
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9.2.1.2.11

9.2.1.3

9.2.2

92.2.2.1

A one-month Office Automatlon Software Computer Training course was
followed by the Databasc Manager of NCS Unit. :

- A database of Islamabad-based advertising agencies through the Press

Information Department of Ministry of Information and Media Development was
developed.

The Unit developed a database of all pro;ects!schemes under implementation by
federa) and provincial agencies. This was to keep track of NCS 1mplcmentauon

Monitoring and Evaluation Capaclty
A Project Planning and Monitoring Specialist was rccruited in January 1997.

The NCS devclopcd a Logical Framework Analysis (LFA) process for monitoring
NGO projects funded by the Ministry of Environment, Local Government and
Rural Development; .

Recommendations

1. The NCS Unit should develop an orientation programme for new
_staff members to familiarize them with the NCS and the

- Environment Ministry, thereby developing contacts and establishing

networks.

2. The NCS Umt should develop a strateglc plan to guide its operations
during the implementation of the NCS. This would lead to improved
pr:onzatnon of activities and more efficient use of resources.

3. The NCS Unit staff members should participate in a negotxating skills

training programme, increasing their capacity in establishing
networks and contacts with other line ministries.

- 4, Given the opportunities for increasing knowledge of a large

constituency through the use of electronic media, the NCS Unit
should mvest:gate the use of the Internet, both as a research tool in

accessing information as well as a vehicle for distributing information *

to a broader audience base.
The Environment Section

Assumed Outoome of Activity: The Sought-After Capacities

The enhanced and sustainable capacity of the ES to promote environmentally -

sustainable development planning in Pakistan. 5

More spcc:ﬁcally, this overall outcome is to be realized through the enhanced and
sustainable capacxty of the ES:
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9.2.2.2.1

192222

9.2.2.2.3

92224

9.2.2.2.5

1. to formulate and review policies and plans;

2. to screen and technically appraise projects;

3 to coordinate collaboration con environmental planning maiters

intergovernmentally and between governments and NGOs and private
sector bodies (including NCS actmtles),

4. to enhance environmental understandmg and planning skllls in feder al and
provincial agencies; , o

3. to service information requirements of the Plannmg Comnussmn and the
international investment comununity; -

6.  to manage the work of the ES.

- . Components of Capacity Required to Develop the Sought-After Capacities | S

Management/Administration Systems and Manuals

‘The Environment Section follows government procedures with respect to

management procedures and administrative processes. Within the Environment
Section, management authority has been devolved to Chief, Environment Section
and subordinates, with clearly established guidelines identifying the parameters

of these authorities in place.

Human Resources Management System and Manuals

The Human Resource Development Ch.apter of the five year plan is the overall
HRD guide for the Environment Section. Training opportunities are almost

always taken advantage of. However, non-PEP staff can avail themselves of both
PEP and non-PEP funded training opportunities but PEP-funded staff can utilize

only PEP-sponsored training opportunities,
Orientation Programme

The Environment Section has no formalized orientation programme for staff,
neither relative to the Planning Division nor to the PEP. '

Job Descriptions

PEP-funded staff at the Environment Section do not have job descriptions per se.

They do function, as contracted employees through [UCNP, under a set of TOR
that clearly delineate their functional responsibilities..

Strategic Plans

L] . . ’ i .
The Environment Section has no formal strategic plan in place. T
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92.2.2.7

9.2.2.2.8

Funding Capacity and System for Mainiaining the Sustainability of the '
Institution '

Currently the Environment Section is approved as a regular office, funded for
capital and operational expenses under GOP funding. The current funding,

however, does not cover staff salaries and benefits, necessitating the temporary

allocation of staff from other line ministries and agencies within GOP. "

A PC-! has been prepared requesting provision of funding, under non-
development budgets from the GOP, for staff salaries and benefits upon
expiration of current PEP funding. It was indicated to the MTR Team by Senior
Management of the ES that this PC-1 will be approved. '

Further observations relating to the sustainability of the Environment Section are
provided in ngtion 7.0, sub-section on SDPL

Analytical Capacity

The formulation and review of environmental policy is a continuous activity that
depends,on periodic inputs from implementing agencies, and the lessons learnt

'frorn_the shortfalis and bottlenecks. -

Previous policies on the environment were reviewed and the programmes were
evaluated to search -out the bottlenecks and shortfalls which may have hampered

plan implementation during the 8th plan.

The staff of the Environment Section did not proceed for direct training,
however, received on the job training through participation in various
seminars/symposia, workshops and other meetings organized by different national
and international agencies.like GIK Institute of Technology, National University
of Science and Technology, SDPI, UNDP, ADB and NORAD.

- ¥
About 14 national and international workshops on the various aspects of
environment, organized by different agencies, wefe attended by the staff. Two
training workshops, one in Bangkok sponsored by UNDP and other in India
sponsored by ADB, were attended by the staff. '

The Deputy Chief (Environment) participated in an Environmental udit
Workshop arranged by WWF (World Wide Fund). The officers of Environment
Section attended a workshop on Performance Indicators Selection at Bhurban.
The Chief (Environment) also attended the meeting of the Mational Committee
for Habitat-Il arranged by Environment & Urban Affairs Division. -

Networking Capacity

International links were established with different international agencies like
ADB, UNDP, UNEP, WHO, NORAD, World Bank, etc.
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9.2.2.2.10

. 9.2.23

9.2.3

5.23.1

" Project Management Planning Capacity

The Chief of Environment Section attended the Sth International Seminat on
Environmental Management held in June, 1996 in Halifax, Canada.

' The Environment Section participated in an RBM matrtces and annual work

planning workshop facilitated by a CIDA consuliant and the monitoring and
evaluation specialist at JUCNP. - '

Training Capacity

The staff have not received formal training on how to offer training programines.

They have had an opportunity to learn on the job in providing an environmental
health impact assessment workshop and also, when working with the IUCNP’s '
EIA specialist, in providing an EIA workshop. There are also moduies in place -

- for training programunes on how to incorporate environmental considerations into

project designs and proposals.

Recommendations

Ly

1. The Environment Section should develop an orientation programine '
for new staff members to familiarize them with the Planning Division
and to PEP, thereby developing contacts and establishing networks.

2, The Environment Section should develop a strategic plan to guide its
operations during the implementation of the NCS. This would lead
to improved priorization of activities and more -efficient use of
resources. '

3. The Environment Section staff members should parhclpate in a
training skills training programme, increasing their capacnty in
establishing training material and programmes for use with other
Divisions within the Planning Division or other line ministries.

The Sustainable Development Policy Institute

Assumed Outcome of Activity: The Sought-After Capacities -

The enhanced and sustainable capacity of the SDPI to promote the adoption and
implementation of policies, in the public, private and NGO sectors of Pakistani

society, that are supportive of sustainable development.

More speéiﬁcally, this overall outcome is to be realized through the enhanced and
sustainable capacity of the SDPL :

1. to manage the SDPI;

+




9.2.3.2

9.2.3.21

9.2.3.2.2

9.2.3.2.3

19.2.3.24

9.2.3.25

2. to increase public awareness of sustainable development issues in
' academia, government, the NGO community and the private sector;!

¥

3. to promote public debate of key sustainable development issues;

4. }o proyid_e access to research and information on sustainable development;
3. to conduct successful advocacy programines;

6. to contribute to improvements in existing policie.s of public, privaté and

NGO sector bodies.
Components of Capacity Required to Develop the Sought-After Capacities
Management/Administration Systems and Manuals

SDPI follows its management procedure manual for PEP and non-PEP activities,
alike. There is no distinction between PEP and non-PEP-funded staff at SDPL.

Human Resources Management System and Manua_ls‘

SDFI has a full time personnel officer.

It also has a formal HRD strategy embodied in its Personnel Development Plan.
SDPI has done training needs assessments in the past, and is now in the process
of completing a training needs assessment exercise for all FEP partners.

QOrientation Programme

SDPI has a formal orientation programme embeodied in the document "Induction
Program at the SDPI".

Job Descriptions :

All staff at SDPI have TOR that clearly delineate their functional responsibilities.
SDPI undertakes mandatory annual staff appraisals.

Strategi.c Plans

SDPI has a strategic plan at the institutional level for the organization. It was
developed in 1992. Individual units within SDPI do'identify a strategic direction
for themselves through the research agendas that are developed and approved
through the management structure of SDPL




9.2.3.2.6

- 9.23.2.7

9.2.3.2.8

Funding Capacity and System for Mamtamlng the Sustainabllity of the

" Institution . .

As previously identified in Section 7.0, the biggest achievement for the SDPI is
to have almost attained that state of sustainability.

Given its positionﬂ as an NGO, when the PEP funding runs out there will be no
threat of the sudden termination of all funding. '

SDPI has, while receiving PEP funding, gone out to the marketplace and

successfully raised additional funding from other denors and international
foundations. It has been less successful thus far with the private sector and

general public in Pakistan.

However, in order for the SDPI to continue to raise funds and thus to continue
to function effectively, it will have to do reasonably well in building its capacity
and demonstrating a credible icvel of performance in achieving results.

Further observations on the sustainability of SDPI are found in Section 7.0..
Research Capacity : ‘

Positions were created to build linkages between SDFI research and NCS core

programme areas. Faculty were hired and the research programme was

developed. Eleven interns were trained through research assistantships at the
Institute,

Two workshops on research methodology were held and attended By staff and
researchers from Shirkatgah, Aga Khan Medical University, Baloghistan Rural
Support Programmme, and the Strengthemng Participatory Qrganization pro;ect

SDPI assisted four research assistants in attending training and research
workshops in Lahore, Malaysia and at the Harvard University.

SDPI established the research toel of interlibrary loans, something that was new

to Pakistan. A workshop was held on Electronic Assistance and Resources

Available at the SDPI Library. The Library database was converted to Library
Automation Management Programme (LAMP) and the office staff trained to use
the new database. A seminar was also arranged on co-ordination for inter-library

loans.
Information Management Capacity

A Database Management Unit was established to expedite research by ensuring
smooth and efficient functioning of computer hardware and software. The
Institute subscribed to Compuserve and Sustainable Development Network.
These global networks enabled the institute to send and receive electronic mali
Access to users from their workstatlons was also developed.
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9.2.3.2.9

9.2.3.2.10

For internal communication, a Local Area Network, with a capacity of twenty

users, was instafled to exchange data files and messages between workstations. -

Two databases were developed. The Development Database is a quarterly
publication, which indexes and compiles abstracts of documents published in
selected fields: the economy, social sector, service sector and survey methods.
The Development Monitor is a weekly pubhcatmn which. indexes current
economic and development news.

A number of databases were acquired from a number of organizations. These
databases are available for public use.

An Internet connection was obtained, staff trained and a proposal developed for

the much needed LAN upgrade. The network manager traveled to Canada to.

receive training in PITS.

Communications Capacity

A workshop was organized to introduce the Development Monitor database to
staff and prospective users. SDPI started providing the Development Database
(index of key statistics on development) and Development Monitor (index of
current news on development and environment) to users upon request.

254 abstracts. and summaries were prepared of reports focusing on macro-
economic issues, from national and international institutions and organizations
(e.g. Federal Bureau of Statistics, Population Census, State Bank, Ministry of
Finance and the World Bank). These abstracts were also made available via an
electronic network (Internet and E-mail).

Advocacy Capacity

SDPI is accredited to several international organizations and conferences. It aiso
is a member of the ITUCN. The Institute acquired membership in various research
institutes including IIED (London); NEST(Nigeria); ZERO(Zimbabwe); WALHI
(Indonesia); IIED/ILA (Argentina); and some environmental groups. SDPI
developed extensive links with the Society for International Development, based
in Rome.

SDPI also focused on strengthening and developing partnerships with ‘various
local NGOs including the Islamabad Social Science Forumn and the Human Rights
Commission of Pakistan.

- n - . 1 : I
A tool kit on pesticides was developed for NGOs. It contains a sample letter to
editors, a letter to elected representatives and background information on
pesticide use. Steps were being taken for circulation of the tool-kit among NGOs.

|
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9.2.3.2.11

9.2.3.3

9.24

9.24.1

9.24.1.1

9.2.4.1.2

SDPFI, in collaboration with the Goethe Institute, organized a three day conference
on the Informal Sector. Various staff from SDPI were in attendance. The
objective was to lend prominence to the contribution, richness and variety of the
hitherto invisibie informal sector, and highlight its importance in catermg to the
needs of a large section of the population.

Policy Development Capacity j
: i . i
No evidence was observed or provided with respect to the enhancement of this
capacity: neither through the development of tools, systems or documented
methodologies which may be used by other staff members of the organization or
by its clients; nor by the attendance of staff members in various fora such as

formal training programmes, conferences or symposia.

Recommendaﬁons

1. SDPI should develop an c..-.;tahcm programme for new staff =

members to familiarize them wi.l. e Planning Division and the PEP
thereby developing contacts and cstablishing network.

2. SDP1 staff members should pzriicipate in a policy development
training programime, increasing their capacity in policy writing and
development and in the provision of advice on policy development by.
the GOP. :

The IUCNP

Components of Capacity Required to Develop Sought-After Capacities for
all six PEP-funded Units of IUCNP

T .
Management/Administration Systems and Manuals

JUCNP follows its management procedure manual ‘for PEP and non—PEP
activities alike. There is no distinction between PEP and non-PEP-funded staff

at IUCNP.

Human Resources Management System and Manuals

IUCNP has a full time personnel ofﬁcer.

JUCNP encourages Human Resource Development but a fonmal HRD strategy
does not exist. [IUCNP has done a training needs assessment in the past and is
now in the process of completing a trannnc needs assessment exercise for all

. PEP partners, in collaboration with SDPF. -

Y
JUCNP has a well developed Human ReSources Manual, available to all staff,
and the subject of mandatory review in the orientation programme of new staff
members.




9.2.4:1.3

9.24.1.4

9.2.4.1.5

9.24.1.6

Orientation Programme
, ©

IUCNP has a well developed employee orientation manual and programme,
which covers responsibilities on the part of the employee and the organization.
Particular activities must be jointly undertaken and signed off by both parties.

There are also provisions within the orientation pregramme for discussion Z

between the employe¢ and management of IUCNP on areas requiring further
clarification.

4

Job Descriptions

All staff at [UCNP have TOR that clearly delineate their functional
responsibilities. TUCNP undertakes mandatory annual staff appraisals and has a
well developed procedural section in the human resources manual relating to the
appraisal process.

: Strategic Plans

JUCNP does not have a strateglc plan at the institutional- -level for, the

_organization. Individual units within IUCNP do identify an overall dxrccuan for
themselves through the annual workplans that are developed” and approved

through the management slructure of IUCNP.

Funding Capacity and System for Maintaining the Sustamabmty of the
Institution

For IUCNP, PEP's main contribution has been to allow IUCNP to ’subsidize’ a
range of activities. It has allowed JUCNP to broaden its donor base. Following,
the successful completlon of the First Frame Agreement, NORAD currently
supports a three-year Second Frame Agreement with [IUCNP. Similarly, IUCNP
is receiving project funding from UNDP, The European Union, SDC, and the

~ Royal Netherlands Embassy. Potential donors among others include the World
. Bank and Asian Development Bank. In order to further strengthen its resource

base, JUCNP is in the process of setiing.up a Environmental Assessment’
consulting company. -

Various units of [UCNP have successfully undertaken consultancy assignments
in Pakistan and internationally. Last year IUCNP undertook consultancies for:
IUCN offices in Nepal, Sri Lanka, Bangladesh; UNDF Pakistan; CIDA

. Bangladesh; Government of Saudi Arabia; Ghazi Barotha Hydropower project;

Gharib Wal Cement Factory; ete. There is a steady increase in the number of
requests to IUCNP for consultancy work from various organizations.

JTUCNP's capacity has enabled it to secure large projects. Thematic units are
being paid for their inp_uts to the projects through cross-charges.

The Programme D1rectorate has initiated an annual work planning and budgeting
process for all TUCNP projects and programmes. The process is helping both the
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9.2.4.2

9.2.5

9.2,5.1

theinatic units and projects to negotiate required inputs and assistance, and agree
on the outputs and cross-charges.

A review of the thematic units’ resource base shows that although PEP remains
the single largest source of funding, the proportion derived frony cross-charges

is increasing every year. ln selected cases thematic units have successiully sought

funding for their own thematic areas (e.g. the Education Unit has been funded
through the British Council for a praject on in-service teacher education},

Eurthermore, due 1o 1he availability of high quality project staff, [UCNP is
exploring the possibility of supporting thematic programmes with the help of
project staff. If this were to materialize, the expansion of thematic work weould
take place in the project and programme offices. This woulid also aliow for

. leaner thematic units at the country office, facilitate JUCNP’s deceniralization

policy and build local capacity o respond to the programmatic and project needs
in the provinces. : '

Recommendations

1. IUCNP should develop # formal strat'cgic plan fo guide its opérations '
during the implementgtion of the NCS. This may lead to improved
priorization of activities and more efficient use of resources. .

All six of the TUCNP'x units that are the suh_]écl‘ of capacity development through
the PEP are discussed as follows. The commenis follow a format similar to that
utilized in reviewing the progress of the other three institutions.

The IUCNP’s Programmie Directorate

The Programme Directorate has enhanced its capacity by "buyiﬁg" highly‘

qualified staff. These staff have also benefited from the advice of earlier .

management reviews of the JUCNP, which identified areas requiring further
institutionalization of various systems, methodologies and tools for use within
IUCNP. Very little formalized training or development has been undertaken
within the unit itself. However, numerous systems, tools and methodologies have
been developed which have strengthened the sustainability of the capacities
required within TUCNP. A number of these are commented on in Section 7.0,
and this section should be read in conjunction with comments rendered in Section
7.0.° '

Assumed Outcome of Activity: the Sought-After Capacities

The enhanced and sustainable capacity of the Programme Directorate (and thus
of the TUCNP) to ensure that the TUCNP’s projects and programme contribute
effectively to the overall IUCN mission and to the implemeuntation of the NCS °
in-Pakistan. '




9.2.5.2.2

9.2.5.2.3

-

Morc_ specifically, this overall outcome is o be realized through the enhanced and
5uslmnable capacity of the Programume Directorate (PD):

L. to integrate and strategically focus the TUCNP's programine;

2. - 1o support the development of projects that are both fundabie and
effective;

3 . to ensure the effective monitoring and evaluation of the IUCNF’s projects

" and programime,

4. to ensure effective programnie management;
5. lo contribute to the IUCNP’s general policy making dnd administration;
. to manage the Regional Programme 10 the benefit of both the JUCNP and

other IUCN offices in the region of South and East Asia,
Components of Capacity Required to Develop the Sought-After Capacities
Strategic Planning Capacity |

The PD has developed a 3-year strategic planning process to focus work on

Pakistan’s priority needs. Once finalized, it will be formalized with procedural

manuals and established the appropriate tools (e.g., forins) for obtaining input
from the various units within JIUCNP. '

The PD has developed a concept paper outlining the Regional Programme’s
objectives. management, and activities. : C

‘Monitoring and Evaluation Capacity

'The PD has developed a system for monitoring and evaluating progress being
~ made in realizing intended objectives on a project basis.

The PD has established a process for planning, monitoring and evaluating

framework agreements.
" The PD unit has created standards for progress reports.

Project Management Plarining Capacity

The PD has developed and disseminated a Project Management Procedures
Manual (although its former title — Project Proposal Development Procedures
Manual — is more accurate), which is incorporated in basic training provided to
new employees.
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9.25.24

9.2.5.3

9.2.6

9.2.6.1

Facilitation Capacity

Although the PD has facilitated numerous meetings and workshops for the PEP

partrers (particularly in the development of the RBMs). there is no evidence of
having attended any training or development programmes in this regard, nor

-having developed training modules on facilitation techniques for use within

IUCNP or by the PEP partncrs, '
Recommendations

1. The PD Unit should ensure that all six PEP-funded upits re-articulate
their objectives for PEP and beceme comfortable with a simplificd
system of reporting before proceeding further with the PI'T5.

The JTUCNP’s Strategies Suppm.'t Unit

Few comments are rendered with respect to the Strategies Support Unil.  Most
of the capacity development thai has been attained by this unit has occurred
through the recruitment of highly qualified staff, providing coordination activities:
relative to the PEP. A large part of the work involves facilitating the
communication and reporting of the PEP partners. The achievements relating to
these areas are amply commented upon in Section 7 and are not repeated here.
The focus in this section is on. those aspects of capacity development that relate
mare to tools and methodologies that have been put in place or are required to
be developed within the Unit.

Assumed Quicome of Activity: The Sought-After Capacities
The enhanced and sustainable capacity of the Strategies Support Unit (and thus

of the IUCNP) to promote and facilitate the formulation and implementation of
conservation strategies.

More specifically, this overall outcome is 10 be realized through the enhanced and

sustajnable capacity of the Strategics Support Unit (SSUX:
1. to manage programmes, such as the PEP, efficiently and effectively:

2. 10 assist GOP units to meet their obligations to programmes, such as the
PEP, of which they are a part;

3. o maintain cffective links, for programme collaboration, with’
international institutions, such as the CPO and IUCN's regional offices,

that are outside Pakistan;

4, to promote and develop provincial and local conservation strategies;

5. tp matntain productive links with international donors, and the federal and-

provincial governments in Pakistan as sources of funding;
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19.2.6.2

9.2.6.2.1

9.2.6.2.2

9.3.6.2.3

9.2.6.3

6. to matntain productive relations with governments in Pakistan in support
of the implementation of the NCS; and,

7. to contribute to the planning and management of IUCNP’s programme.
Components of Capacity Required to Develop the Sought-After Capacities
I’mject Manég_gemenl Planning Capacity

A financial tracking and reporting system was designed and put in place in

. collaboration with CIDA’s Programme Support Unit.

A revised set of reporting guidelines was developed.
Networking Capacity

A network of donors demonstrating a tangible interest in supporting the
implementation of the strategies and the transfer of experience gained on one

~ strategy to another stratcgy, albeit supported by a different donor.

The existence of several strategies that each contributed to the cn:auon of an
enabling environment for the work of the donors.

An institutionalized proccdurc for systematic dialogue through project sicering
committees provides opportunity for maintaining continuing relations and follow
up by staff. '

An array of SSU contracts provides a network through whicl information on the
priority concerns of a broad range of groups in Pakistan, can be obtained to help
shape YUCNP's priorities.

Facilitation/Coordination Capacity

Established a Programme Advisory Committee (PAC), comprised of senior
representatives of GOP, CIDA, SDPI and IUCNP.

Established a comprehensive exercise to prepare RBM matrices, workplans,
annual expense accounts and budget forecasts for the unit.

Developed a process for purchase of equipment for the government units within
the PEP.

Recommendations

1. - Strategies Support Unit slaff members should participate in a‘
networking training ' programme to increasc their capacity in -
networking. : :




9.2.7

9.2.7.1

9.27.2

9.2.7.2.1

The IUCNP’s NGO/Comununity Support Unit

Few comments are rendered with respect to the NGQO/Community Support Unit.
Most of the capacity development that has been attained by this unit, has
occurred through the recruitment of highly qualificd staff. providing support
activities 1o various NGOs and CBOs. A large part of the work involves’

-facilitating the development of these various institutions. The achievements

relating to these areas are amply commented upon in Scction 7 and are not
repcated here, The focus in this section is on those aspects of capacity
development that relate more to training undertaken by stafl. and toois and
methodologies that bave been put in place or arc requircd to be developed within
the Unil.

Assumed Outcome of Activity: The Sought-After Capacities

The enhanced and sustainable capacity of the NGO/Community Support Unit | '

(and thus of the IUCNP) to ensure community and NGO participation in the
implementation of the NCS, -

Maore specifically, this overall outcome is to be realized through the enbanced and
sustainable capacity of the NGO/Community Support Unit (NGO/CSU):

1. to develop strategies for assisting communities to organize and become -

involved in environmental projects;

2. to strengthen the sustainable institutional capacity of NGOs to manage
themselves:

3. io strengthen mechanisms for the mobilization of financial resources for,
NGOs working on the environment;

4. 1o enhance the environmental management capacities of NGQOs;,
5. to incorporate gender considerations into the work of IUCNP; and
6. to contribute to the planning, management and field operations of

[UCNP's programme.
Components of Capacity Required to Develop the Sought-After Capacities
Training Capacity

Various staff from the Unit attended the following training programmes:; -

. Participatory training methods
. Identification of training needs of NGOs (Vietnam)
. Curriculum development workshop for NGO Management Training.

¥’




0.2.7.2.2

9.2.7.2.3

9.2.72.4

9.2.73

- 9.28

Networking Capacity
NGO network (started by NGO/CSU). focusing on Participatory Rural Appraisal,
1s available as a vehicle for organizing the exchange of experiences and lessons

leammed {rom others.

Working partnership with at least 5 major NGOs for coliaboration on
environmental field projects as support organizations to local NGOs and CBOs.

Organized roundtable discussions to facilitate NGO collaboration on preparing .
sub-strategies for NGO involvement in provincial conservalion strategies and
projects on environmental rehabilitation. '
Organizational Development Capacity

Systems for organizing training on institutional development.

System for advising on:

. staff recruitment;
. training staff in participatory techniques; and,
. social/community mobilization,

Project Management Planuing Capacity

Participated in an internal LFA and monitéring and evaluation exercise organized -
for IUCNP’s staff, under PEP.

Paﬁicipated.in th¢ MAS workshop_ on the planning for PEP.. |

Wérked on the development of the RBMs.

Recommendations

1. NGO/Commuanity Support. Unit staff members should participate in
: an Organizational Development training programme (o increase their

capacity in supporting the development of other institutions.

2. NGO/Community Suppurt Unit staff members should participate in
a Project Management. Planning training programme to increase
their capacity in project managemenlt planning.

The IUCNP’s Business and Law Unit

For the purposes of this section of the report, the business programme and the
law programme are grouped as one Unit, given the requirement for common
component capacities. In Section 7 they are treated as two separaie
programmes. *In undertaking the needs analysis recommended in Section 7, it
may be more appropriate to treat the Unit as two separate programmes.
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9.2.8.1

recognizing there may be discrete component capacities required within an
individual programme.

It is evideat that in the field of law and business relations, most of the capacity
development that has been attained by this unit has occurred through the

- recruitment of highly qualified and respected staff within the business and law

communities. A large part of the work involves reviewing and critiquing draft
legislation and policies relating to environmental law and/or drafting policies and
legislation relating to environmental law issues. The achievements. relating to
these areas are amply commented upon in Section 7 and are not repeated here.
The focus in this section is on those aspects of capacity development that relate ©
more to tools and methodologies that have been put in place or are required to

be developed within the Unit, '

b

Assumed Outcome of Activity: The Sought-After Capacities

The enhanced and sustainable capacities of the Business and Law Unit (and thus .~

of the JUCNP) to promote and contribute to the development of effective
environmental jegislation and the facilitation of its implementation, and to
encourage and facilitate the role of the business community in the implementation

"of the NCS.

More specifically, this overall outcome is to be realized through the enhanced and -
sustainable capacity of the Business and Law Unit (BLU):

1. to develop and fund its programmes in environmental law ‘and
environmentally sound business;

2. to contribute to the development of environmental legislation;

3. to provide legal support for IUCNP’s projects;

4. to provide training in environmental law;

5. to serve as an environmental law resource facility;

6. to promote the merging of environment and economics in decision
making;

7. to promote the development of options for financing the implementation
of the' NCS: ' :

8. . to promote the development and enforcement of eff?ctive pollution
controls; and, *

9. to.contribute to ITUCNP’s general administration and policy development.




9.2.8.2 Components of Capacity Required to Develop the Sought-After Capacities
9.2.8.2.1 Environmental Law/Business Networking Capacity
~ Developed and documented the processes used in organizing round table
discussion groups, bringing together government, industry, NGO and trade union
representatives.
Undertook a study on the background of, and prospects for, debt for nature swaps
in Pakistan, leading to an increased understanding amongst government of

alternative future funding mechanisms for environment projects (albcxt that debt
swaps have limited potential in Pakistan). _ ‘

Established long-term links with industry within a forum in which w0 assnst wnth
the development of effective pollution controls.

9.2.8.2.2 Policyr‘Legislative Development Capacity

Developed a pro i’orma Village Conservation Fund Agreement.

Developed-a draft guide to handling of environmental cases by non-lawyers “The _
Layperson’s Guide to Environmental cases". e

Developed a draft reference volume for lawyers intended as a compamon to the
Layperson s Guide to Environmental cases.

Developed a proposal for a project on building awareness of green accounting.
Developed an Overview Paper for green accounting in Pakistan.

Developed a working manual "Developing a National Environment Fund in
Pakistan Using Lessons Learned from the Field" which became the sourcebook
for the development of proposed environmental funds in Pakistan (MACP Fund,
Provincial Sustainable Development Funds).

Established alternative models for addressing the implementation of National
Environmental Quality Slandards and the operation of the proposed pollution _
charge. , , . %

9.2.8.2.3 Training Capacity , -

Developed a training programme entitled "NIPA Training: basic knowledge of I E
Pakistan Environmental Protection Act”, which imparted basic knowlcdge of the -
environment to senior civil service,

Developed a similar programme entitied "KUJ Training: basic knowledge of ol
Pakistan Environmental Protection Act” which was provided to journalists -. T
working in Urdu. _ l




Developed all material in preparation for a workshop for reievant government,
NGO and research institutions on the Green Accounting Initiative.

9.2.8.2.4 Marketing/Communication Capacity

9.2.8.3

9.2.9

9.2.9.1

No evidence was observed or provided with respect to the enhancement of this
capacity; neither through the development of tools, systems or documented
methodologies which may be used by other staff members of the organization or
by its clients; nor by the attendance of staff members in various fora such as

" formal training programmes, conferences or symposia.

Recommtendations

1. Business and Law staff members should 'participaie in a
marketing/communication training programme, increasing their
capacity in marketing/communication.

The IUCNP’s Education Unit

Assumed Quticome of Activity: The Sought-After Capacities .

The enhanced and sustainable capacity of the Education Programme (and thus of
the IUCNP) to work collaboratively as an effective intermediary between

education and environment in order to build capacity for education that supports
sustainable development. : :

More specifically, this overall outcome is to be realized through the enhanced and
sustainable capacity of the Education Unit (EU}:

1. to recruit and train the Unit's staff;

2. to contribute to the IUCNP's general administration and policy |
development; A '

‘-.-'.l_:;i__ |.':'.."._ o

3. to support the development and -implementation of environmental -
education (EE) sub-strategies within or supportive of conservation
strategies; ’ :

4. {0 support change in policies and practices in government education

departments and the formal education sector;

5. in the TUCNP’s project areas, to add to the capacity of communities to
manage their natural resources by enabling' them to make the best
possible use of EE;

6. to promote EE, in the formal and non-formal education sectors, through
dedicated human resources development (HRD) programmes;




9.29.2

) 9-2.9-2'1

9.2.92.2

9.2.9.2.3

92924

7. to build the capac:ty of the IUCNP’s NGO members and partners for
promoting EE; :

8. to mobilize resource materials for the learning and teaching of EE; and,

9.  ({acting on behalf of the JUCNP), to build and utilize networks to links
parties interested in promoting EE.

Components of Capacity Required to Develop the Sought-After Capacilies

Networking Capacity

Staff members attended the "GRID seminar”, which providing organization and
leadership skills, required in the establishment of networking capacity within the
institution. .

Facilitation Capacity

Various staff members attended the following training programines:

. “Techniques for influencing”

. "Collaborative management”

. "Strategy development for NGOs" s

. "Grass roots communications in rural development”.

iow

Training Capacity

Various staff members attended the following training programmes:

. "Conflict resolution”
. "Developing participatory training skills".

Developed all materials, format and content, and provided an ocrientation

workshop for a Jocal NGO (Korangi Project).
Policy Development Capacity

Various staff members attended the following training programmes:

. "Report.and letter writing skills”
. "Gilobal policy issues and advocacy”
. “Biodiversity education conference from policy to practlce

Developed a draft manua! for EE.

Developed an action plan for community participation in Korangi Pl'DjCcl in
collaboration with the JUCNP’s Coastal Ecosystem Unit. :

Produced an awareness raising pamphlet for mangrove conservation.

Developed a concept paper for the development of “learning teaching” material.
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9.2.9.2.5

. 9.2010

9.2.10.1

Dcvcloped a p.—ocess for integration of EE into pre-service teacher education,

Developed and gave a master trainers trammg program to incorporiie EE in
select=d institutions,

Developed a process to enhance SPEDP’s capacity to incorporale EL into its
programuruies.

Developed a process for the incorporation of environmenial componenis into the
Dept. of Psycnology, Karachi University and the Aga Khan University--School

of Nursing.
Project Management Planning Capacity

Various sta{f members attended the following training programmes:
- "PRA training"

. "Logical framework analysis”

. "Capacity building for RBMs”

As well, staff attended a CIDA monitoring and evalvation workshop.
The IUCNP’s Communications Unit
Assumed Quteome of Activity: The Sought-After Capacities

The enhanced and sustainable capacity of the Communications Unit (and thus of
the IUCNP} 1o provide communications support to IUCNP’s overall mission,
including the implementation of the NCS.

More specifically, this overall outcome is to be realized through the enhanced and
sustainable capacity of the Communications Unit (CU):

1. to enhance the communications capacity of the PEP pariness for the
purposes of NCS’ implementation and other programmes,

i r

2. to facilitate the development of provincial conservation strategivs;

o

3. to facilitate the implementation of provincial conservation stra{egies;

4. to assist .in building the capacity of the media for environmental
reporting;

5. to dissemninate information on the environment,

6. Io.assist the IUCNP to become an effective advocate of sustainable

development in Pakistan;




.9.2.10.2

9.2.10.2.1

921022

9.2.10.2.3

7. (o contribute to the development of well- rounded programmes for Loth
the IUCNP and the IUCN.

Components of Capacity Required to Develop the Songht-After Capacities

Project Management Planning Capacity

Developed and documented TOR for the Balochistan Conservation Suralegy
Commumcauon Officer 's position,

Developed and documented TOR for the Sarhad Provincial Conservation Strategy
Communication Officer s position. -

Participated in an internal LFA and monitoring and evaluation exercise organized
for JUCNP staff, under FEP.

Participated in the MAS workshop on the planning for PEP.
Worked on the development of the RBMs.
Networking Capacity

Assisted in the development of the Sustainable Development Networking
Programume.

Assisted SDNP in establishing a node in Karachi: supervised the purchase of
equipment and the hiring of staff, and developed;; 2 process of handlmg customers
and financial systemns. iv

‘Classified and catalogued approximately 400 books in the deve]opment of an

information resource centre for the promotion of environmental issues within
Pakistan, and later computerized the cataloguing system.

Created a periodicals list and disserninated this to journalists and other interested
parties.

Montlly lists of new acquisitions c1rculaled in IUCNP, and sent to "eco-list”
subscribers of SDNP. ;

Librarian attcndcd a three-month course on library computerization.
Training Capacity

Assisted in writing a concept paper "Capacity Building in Environmental
Communication — the NCS Unit’s Role in Information Dissemination”.

Evaluated SDPI’s Communications Unit.,




9.2.10.2.4

9.2.10.2.5 .

Developed a five-day workshop on industrial pollution, wildlifc and foreswy
issues for Urdu journalists.

Developed an orientation workshop, in collaboration with the Karachi Union of
Journalists, on environmental communication, -

Developed an orientation workshoep on biodiversity for media staff members.
Developed 4 communications paper for the Biodiversity Action Plan.

Developed a three-day workshop on communications and education for the
Biodiversity Project. :

Policy Development Capacity

Coordinaied the development of draft PEP gender strategy by SDPI staff member.
One staff Imcm_ber participated in a gé‘i_i:cfcr sensitization workshop.
Marketing/Advertising Capacity |

Organized a PRA workshop as an NCS demonstration project to further develop
the communications skills of staff. -

One stzff inember sent to a Panos/Shirkat Gah workshop on environmental
journalism in Faisalabad.

One staff member received training in English writing skills.

A staff niewnber attended the "96 Wildscreen Film Competition.

Al







10.0 PRUDENCE AND PROBITY

10.1 Introduction

This section responds to four basic questions relating to the financial aspecté-of
the PEP that are referred to in 4.6 of the MTR team’s TOR:

. Is the financial information complete, accurate and reliable ?  Are
financial resources being used economically?

. Are there sound financial management policies and procedures in place,
including budgeting, accounting and reporting systems and practices?

. Are there adequate strategies and, practices in place that respond to the
nature and level of risk to project.funds and assets? _ '

Ve -

. Do the organizations (PEP partners) have contrgcting and contract
management practices in place in accordance with sound contracting
policies? '

10.2 - Methodology

Two local consultants, Mr. Tariq Qurashi, General Manager of the CIDA
Prograimme Support Unit (PSU) and Mr. Attar Ali Khan, accountant at the CIDA
PSU, were engaged to undertake this section of the review. They fccused on:

. Planning, Budgeting and Forecasting;

. Yccounting Systems and Administrative Procedures (including
procurement, security and disposal of assets, and contracting)
*+  Financial Reporting.

Each of the four units was examined by conducting staff interviews, reviewing
documentation and doing spot checks and "walk through checks” where possible.

Each organization is reported on separately.
11.3 Documents Reviewed
- The following documents were reviewed for each of PEP partners, wherever

possible. Comments have been made only in those areas which require special
attention, areas which are not specifically mentioned were found t0 be

satisfactory.

. TOR of MTR

. Contribution Agreement

. MOUSs between JUCNP and the PEP Partners

. - Advance Requests / Forecasts

. Reconciliation of Actual and Reported Expenditures, IUCNP
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10.4.1

- Exchange Rate caiculations, IUCNP

. Expendilure Reporting

. Financial Reporting:

. Funds Requests of IDCNP Offices and Units
. _ Receipt and Payment Vouchers

. Lease Agreement, IUCNP

. Curricula Vitag and TOR of Finance Staff, IUCN"P
. Budget Committee Reports, IUCNP e
. Payroll, TUCNP and Government Units . . ,
* Insurance Policy Lists

. Internal Control Procedures

. Inventory Lists

’ Audit Reports of JUCNP and SDPI
. Workplans

The IUCNP

Planning, Budgeting And Forecasting

Each of the. six heads on the PEP funded units prepare annual work plans and
budgets. Essentially the activities of these units can be divided into project based
activities and other activities. In effect all expenditures that can be assigned to
a particular activity or project which is funded through other doners or other
sources of income is assigned first in this way. The remaining expendiluecs

“which cannot be assigned to a particular project are then assigned by the unit

managers to be taken out of the PEP {unds. The reason for this is that the PEP
funding is much more flexible in nature and it is feit that it should be used only
when expenditures cannot be assigned to a particular project activity. The FPEP
funding is therefore used heavily for activities such as planning and research
which has often led to the preparation of proposal documents for funding from
other donors. At other times PEP funding of staff salaries allows personnel to
work on internal systerns such as planning, budgeting and reporting which are
difficult to assign Lo a particular project. '

The problem with this system is that different managers seem to be using
different methodologies while assigning budgets. In addition the budgeting
process itself within each unit seems to be ad hoc and not clearly linked to
planning. Since the budgets provided to the finance section feed into the
forecasts presented to CIDA for PEP funds, this seems to have led to fairly

- inaccurate forecasting, with IUCNP on some occasions using only half the

amount requested from CIDA for a particular period. It must, however, be said
that a significant contribution to the inaccuracy in the forecast is also made by
the government units. IUCNP is however in a position to work more closely
with them than it appears to have done in helping them with their financial
systems in general, and forecasting in particular.

This problem can al least be partialljr addressed within IUCNF itself by
standardizing procedures for PEP funding allocation within the units, and making

[ O% ]
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sure that there is a real and consistent link between funds requested, and planned -
activity. Again, unit managers seem to require training in linking their planning
systems into their budgeting. One explanation for this possible weak linkage
between planning and budgeting may be that a Results Based Management
(RBM) matrix was developed well after the beginning of the project and had to
e retrofitted as required. These new (RBM) matrices should be used not only
for the annnal work plans, but also for the quarterly work plans, and the unit
managers should be asked to prepare quarterty and annual budgets linked directly
to and cosresponding with the activity they plan to undertake.

Although 2 system exists for preparation of budgets and for quarterly advance
requests, i some cases forecasts have exceeded the actual expenditure. IUCNP .°

does not fullow up with the other PEP partners on the issues of over forecasting

and excess balances in hand. An analysis of the forecast and expeunditure for the s

last eight quarters substantiates this view:

Yt
N
o
[y ]

Quarter Fiscal Year | Forecast Cdn $§ | Actual Expenditure | Variance %
Cdn $
I 96/97 477,186 349,400 27.00
2 96/97 415,740 367,200 12.00
3 96197 438,400 251,200 4300
4 96/97 341,992 311,100 - 19.00
1 g9 - | 347,305 257,700 26,00
2 97798 438,554 238,700 -1 46.00
3 97/98 473,880 402,000 15.00
4 97/98 501,000 203,300 59.00

Budget and Expenses Status to December 31, 1997

The table shown below shows the following trend for the expenses incurred up

“to December 1997 for all nine units being strengthened, including the six from

IUCNEP.
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PEP Partnérs Allocations of Expenses
December 1997

1 - _ 2 3 4 5
Itemns Budget .Budget Actual Actual Balance
Break down . Exp Expenses unspent
Cdn. $ (000) % .Cdn. § (000) %% Se
Communication U. -
Staff 538.9 5.78% 254 5.75% 52.79%
Operations 193.9 2.08% 11§ 2.51% 42.60%
Activities 2133 2.29% 14] 3.17% 34.13%
Education U. ‘ '
Staff 3016 3.23% 158 3.57% 47.55%
QOperations 122.1 1.31% 68 1.53% 44 47%
Activities 20 0.21% | 0.02% 95.50%
Programme Directorate
Staff 732.1 7.85% 409 9.25% 44.08%
QOperations 127.9 1.37% 54 212%  26.58%
Activities < 84.8 0.91% 30 0.67% 65.09%
NGO/CSU o
Staff 396.3 4.25% 239 540%  39.72%
Operations 82.8. 0.89% 42°%:  095%  49.28%
Activities 47.2 0.51% 15 °"  035%  67.37%
Business & Law U. :
Staff 141.1 1.51% 64 1.45% 54.36%
Operations 53.6 0.57% 47 1.05% - 13.25%
Activities 39.9 0.43% 22 0.49% 45.61%
Strategies Support U,
Staff 507.1 5.44% 295 6.66% 41.83%
Qperations 286.2 3.07% 249 5.62% 13.14%
Actjvities 40 0.43% 8 0.18%  79.75%
PITS _ : '
Staff 8.1 0.09% 1 0.02% 88.89%
Operations 5 0.05% 0 0.00%  100.00%
Aclivities 10 0.11% & 0.14% 36.00%
Equipment 94 0101% 53 - 1.20% 43.40%
Overhead cost 404.3 4.33% 388 8.76% 4.08%
Sub Total IUCNP  4450.2 47.70% 2694.9 60.88% 39.44%
NCS Unit 2000 21.44% 211 4.76% 89.47%
ES 1400 15.01% 179 4.05% 87.20%
SDPI 1480 15.86% 1,342 30.31% 9.33%
Total 9330.2 100.00% 4426.6 100.00% 52.56%

i. IUCNP has spent 61% of their budget up to Dec 97.
ii. NCS Unit has spent only 11% of their budget up to Dec 97.

iii.
iv.

Environment séction has spent only 13% of their budget up to Dec 97.
SDPI has spent 91% of their budget up to Dec 97.

Detail analysis by each line item is given in the relevant table of each PEF partner.

L
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10.4.3

10.4.4

10.4.5

10.4.6

Accounting System - Internal Controls

IUCNP has reasonably good internal controls and a good accounting system. The
Finance section is well equipped and has qualified staff. There exists a system

_of cross checks and balances, segregation of duties and regular data entry for

updating. TUCNP is using a very well known and comprehensive accounting
software, SUN, for recording accounting transactions and for financial reporting.
It consolidates and integrates the accounting systems of its Karachi head office
with its two main branches, i.e. Islamabad and Peshawar.’

It should also be noted that, relative to each of the four PEP partners payroll
costs are not charged to the project on the basis of time spent by the employees
as required in the contribution agreement.

Audit

- JTUCNP is regularly audited by a well known audit firm Coopers-and Lybrand.

Although they have been getting clean audit reports, the audit report does not
include any management letter, pointing out the weaknesses in internal controls
and making suggestions for improvements. The utility of these audits in terms
of improving systems and procedures is therefore limited. )

Financial Repo.rting

There exist a lag, of approximately two months, between the timing of the |
advance requests and reporting of the actual expenditure. “

Security of A'ssets and Inventory Control

No proper inventory had been maintaingd in JIUCNP until fairly recently, but now | _

most capital itemns have been brought onjo the inventory list in the head office, =

and the branch offices are now in the process of sending in their inventories.

Although it appears that IUCNP has taken corrective action, it was not in a

position to provide an updated inventory list for the organization. Up to quite
recently, capital assets within this organization would have been open to
pilferage, and or, misuse without any possibilicy of checking records to ensure
the security. of these assets. It also means that any new goods procured will not

have been entered into any inventory register and therefore could have been .

diverted to illegal use.

In addition, any capital items that have become redundant unserviceable, or have
been disposed of in any other manner may now be impossible to detect or jocate.

The lack of proper inventory records is a serious oversight for an organization
which has the quantum of assets of high vatue that IUCNP has.
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10.4.7

b
B

A full physical inventory should be taken of all movabie and immovable assets
and this must be matched and cross referenced with purchase orders and/or
invoice payments made for such items right from the inception of this project.
In addition, inventory control and management procedures must be laid out
clearly for the procurement of assets, their record while in use, and the procedure
for their disposal at the end of their functioning life. It is imperative that copies
of all purchase orders and/or invoice payments or goods procured are copied by

" the Finance Section to the Administration Section for inclusion or deletion from

the inventory list. The inventory must be updated at a minimum on a quarterly

basis.

Procurement Procedures and Disposal of Assets

Procurement of large capital items seems to be done with a good level of
transparency and following a set procedure which involves signatures on the
purchase orders by the Adminisiration Manager, Accountant and Financial
Manager. At least three quotations are asked for in writing, which is considered
to be sufficient for CIDA purposes. It appears however that quotations are not
all opened at the same time by a selection conumittee, and this could therefore
lead to irregularities in the bidding procedure, in that one of the quotations could
be opened earier and one of the bidders forewarned concerning its contents.
There is no evidence that this has actually happened. However. a selection
committee should be constituted for all procurement so that all bids can be
opened together. - :

Normal procurement procedures are not foliowed for the purchase of stationery
and other items which are often procured in relatively small quantities. These are
bought frequently and without a competitive process. IUCNP is already
reviewing this situation, and is in the process of getting bids for stationery itemns
so that they can be procured less frequently, in larger quantities and at a more
competitive price. :

It appears that IUCNP makes good use of its duty free status and uses duty
exemption certificates wherever possible so as to reduce the cost of items
imported by it or procured from the local market. :

Auctioning and disposal of assets seems not to have occurred very frequently, but
where it has, the auction seems to have been internal in which only IUCN staff

~ participated. This is against CIDA regulations and all items for auction should

be disposed of in an open auction in which the general public is allowed to bid.

Periodic cross checks by the Finance or Administration staff into the cost of
items in the local market should be done as a matter of practice, so that there is
an independent opinion as to whether the procurements ITUCNP has done are
compatible with market prices. If a particular piece of equipment is so badly
damaged, or so obsolete that it cannot be auctioned easily, then a cormunittes,
perhaps the same committee that does procurement, should be empowered to

Ak
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10.4.8

10.4.9

o

""i - 1

write off an asset so that it can be withdtawn from the inventory. This will

ensure that the inventory only contains items which are still serviceable.

Rules and regulations within the procedures manual in IUCNP be followed more .
strictly than has been the practice up till now.

Contracting

" The contracts in IDUCNP are essentially maintenance contracts, (such as those for

computers and photo copiers), and staff contracts. The great majority of
contracts however are for staff positions and fall into two categories: fixed term
contracts; and, open ended core staff contracts. There are only a few core staff -

~with open ended contracts, and the vast majority are on fixed term contracts for

a specific duration which tends to be related to project work. The selection .
procedure for staff is extremely iransparent involving a fairly complex process
and two interview panels before a final decision is armrived at. Staff salary is
determined by the position requirements, experience and the previous pay of the
candidates selected.

™
There is an "end of probatlon review” after six months, and if lhc candidate is

selected he/she is confirmed with full staff benefits.

It appears that the selection process for the contracting of stall is extremely
rigorous and transparent, and this is reflected in the high quality of staff that

TUCNP has managed to recruit.

Recommendations

1. ' IUCNP should improve its coordination with the other PEP partners
to streamline its forecasting and funds management. However, it is
recognized that this aiso depends on the adequacy and competency
of Finance staff of the other PEP partners, especially the NCS unit.

2. IUCNP should improeve its reporting procedures to promptly report
the actual expenditure. :

3. The prbcurement procedures and inventory recording systems need
to be streamiined, and procedures in this regard laid out clearly and
adhered to.

4, Planning and budgeting procedures should be mtegrated and
streamlined.
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10.5

10.5.1

The SDP}

Planning, Budgeting and Forecasting

Other than the PEP’s results-based plan which includes work planning of all the
PEP partners. there seems (o be little quarterly planning done in 2 formal way.
There is also no connection between any planning which might have been done

by section heads and quarterly funds forecasting. Forecasts were based on
figures extracted from the Memorandum of Understanding (MOU) and divided
by four to get quarterly amounts. The new Director of Finance is trying to get
the situation under control and says that they are now working on starting a
system of financial forecasting and budgeting which will be linked to quarterly

planning.

It appears that other sections within SDPI have little contact with, and possibly
litde interest in, the accounting and financial aspects of management. This is a
weakness which has continued from the beginning of the project and is reflected
in the fact that SDPI seems never to have really got to grips with this aspect of
organizational capacity building. It appears that technical assistance from
TUCNP, the-CPO or short term consultants was neither sought nor offered at any

time.

If the budgeting and forecasting function of SDPI is to be streamlined it should
be a requirement that the Accounts and Administration Section must work more
closely with the rest of the organization and be directly involved in decision
making such as planning. In turn each researcher/section head must be trained
in some basic financial skilis and must be made responsible for and accountable
for the budgets that their section both prepases and uses. It is only if managers
within the organization have to take accountability for their decisions that involve
financial expenditures that one will get good financial forecasting and budgeting.
We understand that some section heads have started to prepare their budgets, but
clearly much more needs to be done.




Budget and Expense Status to December 31, 1997

10.5.2
Allocation of Expenses
December 1997
sprt
SDPI has spent 91% of their budget.
[ 2 3 4 5
Itemns Budget Budget Actual Actual Balance
Break Exp Expenses  unspent
Down '
Rs. % Rs. % %
Salaries & benefits
EDs Office _
TB 6,652,119  20.43% 4,096,986 13.94%  38.41%
DD 886,489 2.72% 623,219 2.12%  29.70%
NS 322,305 0.99% 222,122 0.76%  31.08%
Sub-total 7860913 24.14% = 4942327 16.82%  37.13%
Program Dev & Monitoring L :
MS 1,618,387  497% **: 940815  3.20%  41.87%
Sub-total 1,618,387 4.97% 940,815 3.20% 41.87%
Administration & Finance 3
‘ND 1,234,120 3.79% 1,165,280 3.96% 5.58%
Mgr Finance 2,008,128 6.17% 616,485 2:10%  69.30%
I 1,035,592 3.18% 881,093 3.00% 14.92%
NZ 491,990 1.51% 439,090 1.49%  10.75%
FD 380,458 1.17% 241,641 0.82%  3649%
AM 177,620 0.55% 130,018 0.44%  26.80%
GM 92,122 0.28% 85.214 0.29% 7.50% -
Gulshan 303,579 0.93% 228,884 0.78%  24.60%
Rasheed 157,486  0.48% 174,865  0.59% -11.04%
MH (Chokidar) 217,607 0.67% - 192,407 0.65% 11.58%
S5Z 96,614 0.30% 61,402 0.21%  3645%
LM (Sweeper) 126,669 0.39% -§2.401 0.28%  34.95%
Sub-total 6,321,985 19.42% 4,298.780 14.03% 32.00%
Comm. & Advocacy
KN 0 0.00% 89,780 031% 0.00%
Sub-total 0 0.00% 89,780  0.31% 0.00%
Policy Advice: 1,830,000 5.02% 478.604 [.63% 73.85%
Sub-total 1,830,000 5.62% - 478,604 1.63%  73.85%
Publications: ’
NN 600,000 1.84% 301,564 1.03% 49.74%
MU 125,832 0.39% 284,957 0.97% -126.46%
Sub-total 725,832 2.23% 586.521 2.00% 19.19%
Operations 14,202,883 43.62% 15.250,301 51.89% -71.37%
Sub-total 14,202,883  43.62% 15,250,301 51.89% -7137%
Catalytic Operations 0 0.00% 2,803,736  9.54% 0.00% -
Sub-total 0 0.00% 2,803,736 0.54% 0.00%
Grand Total 32,560,000 100.00% 29,390,864 100.00% 9.73%
Eqv. Cdn $ /480,000 100.00% 1,341,900 100.00% 9.33%
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10.5.3

10.5.4

10.5.5

10.5.6

10.5.7

10.5.8

Accounling System - Internal Controls

Since its inception, SDPI has consistently faced problems in setting up its
accounting systems and has had a high turn over of staff in their Finance Section.
It has been experimenting with different accounting software, and then reverting
back to a manual system. At the moment it is trying to set up another computer
software programme and has been in the process of entering data for the last -

eight months (July *97 to Feb. '98). The section has no formal system to process
the accounting data and to prepare fnanCIal reports. It is relying solely on the
bank book for this purpose.

Audit
Until now, the audit reports of SDPI have not included any management letters,

pointing out the weaknesses in internal controls and making suggestions for
improvements. Thus, the utility of this audit in terms of improving systems and

. procedures has been limited. Later in this review we learned that a management

letter had been received, although we have not seen it.

Financial Reporting

' SDPI is regularly sending financial reports to JIUCNP. However, as SDPI has

been constantly facing problems in setting up an accounting system, the acuura(,y
of these reports 1s doubtful,

L
i

Security of Assets and Inventory Control

o

There is an inventory list available of assets procured with PEP funds. but this
list does not include the prices of the items procured, and therefore it is not
possible 10 cross check this list with records kept in the accounts. The inventory
list should contain prices of items procured. There has not been a regular annual
physical check of the inventory which should be done regularly to ensure that the
records match the physical reality of the inventory held.

Procurement Procedures and Disposal of Assets

Procurement procedures are clearly laid out in a comprebensive procedures
manual that SDPI has, and appears to be foliowed in a transparent manner.

There has been almost no disposal of assets up till now but we would like to
remind the organization that according to CIDA regulanons any disposal of assets

should be done by open auction.
Contracting .
The vast majority of contracts in SDPI are staff contracts and are entered into

once selection of staff has been made by two recruitment commiitees. One
commitlee is for the research staff and the other committee for non-research staff.
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10.5.9

10.6

10.6.1

The procedure is well laid out and transparent. However, when a particularly
good candidate is identified, a position is created for him/her and the selection
procedure gone through as a formality. This was stated to be due to the fact that *
since there is such a shortage of skilled and suitable candidates in Pakistan it is
inadvisable to let the opportunity of recruiting geod candidates go by.

Recommendations

L The process of data entry for the last eight meunths should be '
expedited and a manual system of accounting should be maintained
as a back up until the computerized system of accounting is fully
tested and updated.

2. A proper fixed asset register should be maintained, with regular
stock taking and reconciliation with accounting records.

3. Auditors terms of reference should include the audit of internal
controls and a systems review, that points out the weaknesses and
malkes recommendations for improvements.

4.  Budgeting, planning and forecasting procedures should be integrated
. and streamlined.

The NCS Uait
Planning, Budgeting and Forecasting

There are six areas of activity in which the NCS unit is involved at present: the
PEP funded by CIDA; the Mass Awareness Program funded by the GOF;. the
EPRC project funded by the World Bank (Soft Loan); the Kasur Tanneries.
project funded by UNIDO; the Juniper Forest Project funded by the Government
of Balochistan; and, the Upland Rehabilitation Project funded by the European
Commission,

As far as the PEP is concerned the main planning document is the combined PEP
annual results-based workplan. Most activities of the NCS unit seemn to be based
on proposals and planning for a particular activity rather than an integrated
planning process related to the PEP results-based work plan.

The net result of this rather heavy and ad hoc work load is that planning and
budgeting are very under developed. The NCS unit has so far only asked for two
advances totalling two million eight hundred and twenty five thousand rupees and
has not yet utilized this amount fully. Forecasting and budgeting by each unit
head on a quarterly basis is not practised, and at present ali financial work is
being done by one of the PEP managers as an additional charge. There is a
vacancy in the Administration Accounts position which has not been filied for
nearly a year, and therefore the person who at present handles lhs ponfoho is
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neither trained for, nor experienced in carrying out the financial and
administrative activities that he is now required to undertake.

It is imperative that budgeting and planning for quarterly activities be integrated,
and the officers concerned become directly involved in this process for the areas
of activity for which they are responsibie. '

The reasons given for under utilization of the budget are complex internal
approval procedures for activities, and a heavy workload in activities other than
the PEP. In addition, some operating expenditures are charged to the GOP, and

not, as originally budgeted, to PEP.

At present the planning, budgeting and forecasting systems are quite

underdeveloped and require much attention.

There is no proper procedure for accurate forecasting and funds requests. The
funds requests are made on the basis of dividing the total budget by the number
of remaining quarters in the future period. This has resulted in the holding of
excess funds in hand, and is evident from the following analysis

Date Advance Quarier Actual Balance Balance
Recetved Ended Expendimure  In Hand In Hand
Rs. Rs. Rs.
QOct, 96 2,325,000
Dec, 96 500,000
Dec 96 503,657 2,321,343 82%
Mar 97 529,808 1,791,535 63%
June 97 463.264 1328271  47%
Sep 97 391,022 937,249 33%
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10.6.2 Budget and Expense Status to December 31, 1997

As is shown in the following table, so far NCS has spent only 11% of its budget
which suggests that there is a delay in carrying out their activities.

Allocation of Expenses

~ July 1996 to December 1997
NCS Unit
1 2 3 4 5
ltems Budget Budget Actual Actual Balance
Break Exp - Expenses unspent
Down (1-3)
Rs. "% Rs. % G
Equipment 5,200,000 11.74% 1,540,100 5.24%  70.38%
Sub-total 5,200,000 11.74% - 1,540,100 524%  70.38%
Activities : ‘
Int. Travel 1,221,000 2.76% 385,509 131%  68.43%
Dom. travel - o L221,000 2.76% 47,166  0.16%  96:14%
W. shop/Conf. 6,105,000 13.79% 118,986  040%  98.03%
Printing 611,000 1.38% 697,250 2.37% -14.12%
Resear./studies 6,105.000 13.79% 0 000% - 100.00%
Training 2,500,000  5.65% 12,000 004%  99.52%
Mass awareness 1.000,000 2.26% 107,302 0.37% 89.27%
Env./Edu 2,500,000 5.65% 47924 0.16%  S8.02%
Consultancy 4,689,000 10.59% 1,613,789 5.49%  65.58%
Sub-total 25,952,000 58.60% 3,029,926 1031%  88.32%
Operations C 13,132,000 29.65% 1,047,929  357%  92.02%
Sub-total 13,132,000 29.65% 1,047,929 357%  92.02%
Grand Total 44,284,000 100.00% 5.617,955 100.00% 87.31%
Eqv. Cdn 2.000.000 100.00% 210.60G¢ 100.00% 89.47%

10.6.3 Accounting System - Internal Controls

The unit follows the rules and procedures of the Government of Pakistan for
payment receipts and procurement which are adequate for control purposes.-

The unit has no proper accountant and the NGO and Private Sector Specialist
was handling the accounting matters as an additional charge. There are no books
of accounts being maintained and regular reconciliations with the bank are not
being done. In the absence of a proper accountant and an accounting sysiem,

accurate financial reporting is not possible.

*
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10.6.4

10.6.5

10.6.6

10.6.7

10.6.8

Audit

The unit has not been externally audited since the funds have been transferred to
its bank accounts, '

Financial Reporting

The unit has been regularly sending in its financial reports. However in the
absence of an accounting system, the accuracy of the data reported in these
reports is doubtful.

Security of Assets and Inventory Control

There is an inventory register maintained for all items procured under PEP, and
each item has been numbered in the register. However, since there is no formal
accounting system in existence within the NCS Unit it is impossible to cross
check these procurements with the financial records. However, it is possible to
cross check these procurement against the bank cheque books held, since they
contain the reference numbers of the files on which procurement penmission was

obtained.

A physical inventory check has not been done regularly and it should be done at
least once a year. '

There are three vehicles which were procured under the PEP. however these
vehicles are not at the disposal of the NCS Unit’s staff, but are being used by
other officials within the Ministry. These vehicles should be returned to the NCS
Unit. In addition to these vehicles the NCS Unit does have access to four
Government of Pakistan vehicles which they use for their day 10 day duties.

Procurement Procedures and Disposal of Assets

Procurement procedure seem to be well laid out and follow Government of
Pakistan reguiations, in that any procurement over twenty five thousand rupees
has to be advertised in the newspaper and written quotations obtained. The
quotations are opened by a procurement committee. For any procurements over
five thousand, but less than twenty five thousand rupees. quotations are asked for
and approval given for the procurement by the Deputy Secretary and then the
Joint Secretary. For amounts under five thousand the Deputy Secretary is
allowed to procurc witliout any quotations being’ required. This procurement
process is well within CIDA guidelines. ""'f "

Contracling

There is very litde contracting for any services under the PEP. However, the
seven staff funded undcr PEP are supposed to be contracted by IUCNP directly.
They are being paid against the equivalent government grades under which they
were employed. They do not get government holidays, and receive only fifteen
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10.6.9

10.7

" 10.7.1

PEP project ends is unclear, since the PC-i which would regularize their

- 4. An annual audit should be carried out by independent auditors.

days of leave a year which includes sick leave. The Environment Section's
contract cmployees get full GOP leave allowances, and the discrepancy between
the Environment Sections staff and the NCS Unit's staff s causing
dissatisfaction. In addition, the future of the NCS Unit’s Contract Staff after the

positions has not yet been approved.

Recommendations
[}

1. = The NCS unit should immel:iilii'.t’ely hire a proper accountant and’
should maintain proper bocks of accounts.

2. Baonk accounts should be reconciled each month.

3 Proper budgeting and forecasting should be done based on the
planned activities, to keep the balance in hand to a minimum.

5.'  Contractual conditions of the NCS Unit’s staff should be reviewed by
JUCNP to make them more compatible with those of the
Environment Section. There should be special attention given to
leave allewances apd per diem levels.

The Environment Section
Planning, Dudgeting and Forecasting

The annval results-based work plan of the PEP is the basic planning document

of the Environment Section (ES). Since the work of the ES is clearly laid out ' ;
and fairly routine compared to some of the other PEP partners, there is a good
co-relationship between the results based matrices in the work plan and the actual

work done in the section. There is no forecasting based on quarterly planning.

The funds utilized by the ES tend to be consumed largely on operating costs such .

as vehicles and telephone, e

LAt e At pate | it ot

Since the government pays for the non-PEP salaries, electricity and many other
operating costs, the utilization of funds in this government unit are much lower
than those expended in the TUCNP or SDPI. Both of these NGOs of course
spend their funds on salaries, operating costs and otlier core funding activities at
a much higher rate than does the ES. This was the main explanation given for
the under utilization of funds by this section. Since it does not have projects or | -
other activilies in large quantities. but tends to work on routine assessment of
govermment projects, its utilization of funds for other activities is also relatively
low. In addition, much of the procurement of capital items has already been
done, and, there is much lower expenditure under this head. This unit has a fully
qualified accounts officer, and therefore their accounts files and budgets, such
as they are, are well maintained and properly recorded. *
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Early on in the PEP, the ES had over-forecasted, which resulted in its holding
excess Tunds. This is evident from the following data:
Date Advance Quarter Actual Balance Bajance
Received Ended Expenditure  in Hand In Hand
Rs. Rs. Rs. %
Aug 25. 1,885,000 Sep 96 154,699 1,730,301 92%
.96 :
Dec 96 535,906 1,194,395 63%
Mar 97 278.574 915,821 49%
' June 97 366,848 548,973 29%
Sep 25, 1,000,000 Sep 97 403,321 1,145,652 115%
97
Dec 8,97 1,000,000 Bec 97 632,751 1,512,901 151%
10.7.2 Budget and Expense Status to December 31, 1997
The breakdown of expenses prior to July 96 is not available. However the total
expenses in terms of Canadian Dollars is $ 179,200. This is 13% of the ES’s
budget and suggests delay in carrying out its activities.
Allocation of Expenses: ES
July 1996 to December 1997
] 2 3 4 : 5
Iterns Budget Budget _Actual Actual balance
Break - Exp Expenses  unspent
_ down  Jul 96-Dec 97 (1-3)
" Rs. % Rs. % %)
Equipment 2,300,000  7.28% 233,744  0.80%  '89.84%
Sub-total 2.300.000 7.28% 233,744 0.80%  89.84% i
Activities - : ' '
Int. Travel 2,500,000 791% 187,497 054%  92.50%
Dom. travel 1,280,000 4.05% 47,083 0.16% 96.32%
W. shop/Conf. 4,550,000 14.4% 199,318 0.68%  95.62%
Printing 615000  1.95% 6000 0.02%  99.02%
Resear./studies 5,000,000 15.83% ' 0 0.00% - 100.00%
Training 2,500,600 7.91% 8,285 0.03%  99.67%
Consultancy/Contracted
Servs. 6,300,000 19.94% 1,145,450  3.90%  81.82%
Sub-total 22,745,000 2% . 1,593,633 542%  92.99%
Operations 6,545,000 20.72%. 544,721 1.85%  91.68%
Sub-total 6,545,000 20.72% 544,721 1.85% 91.68%
Grand Total 31,590,000 100.00% 2,372,098 8.07% 9249%
Eqv. Cdn 1,400,000 100.00%
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10.7.3

10.7.4

10.7.5

10.7.6

10.7.7

"~
Accounting System - Internal Controis

Thie urit follows the rules and procedures of the Government of Pakistan for
payinents receipts and procurement which are adequate for control purposes. This
unit is well organized and is keeping books of accounts.

The unit has a proper accountant and a reasonably maintained mamuial accounting
system. The unit maintains a cash book in an odd fashion, funds received are not
entered i the cash book and only paymemts are entered. Bank balances are
worked out from the totals worked out from the counter foils of the cheque book,
and not from the cash book. Also, no reconciliation has been ever donc with the
bank since the funds have been received.

Aundit

The unit has not been externally audited since the funds have been transferred to
its bank accounts.

Financial Reporting
Thv:: unit has been regularly sending the quarterly reports to IUCNFP.

Security Of Assets and Inventory Control

Therz is a proper inventory register maintained, and since this unit has just
shifted (o new premises, a physical inventory check has recently been carried out.
However no prices of goods procured have been entered in the inventory, and
s makes it imnpossible to cross check with the financial record. :

Procurement Procedures and Disposal of Assets

Procurement procedures follow Government of Pakistan regulations and seemto
be followed ‘in a transparent manner. However, quotations above tawenty five
thousand Rupees should be opened by a Procurement Committee and it appears
that this Las not yet been formed. It needs to be said however thal none of the
recent procurement files that we were shown exceed this amount.

Prior 1o the arrival of the new Deputy S'e'c_retary and befoure the ES had its own
PEP account, ajthough all PEP expenditires were approved by the IUCNP, it’
seems that the procurement procedures of the government were not followed.
The previous Deputy Secretary made substantial procurements without following
the approval process as laid down in GOP rules and regulations. The present
Deputy Secretary has obtained very clearly delegated authorities for certain
procurements and not for others. These authorities now seem to be strictly

adhered to.
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11.7.8

10.7.9

10.8

Contracting

The only contracting the ES does is for maintenance of equipment. The PEP
staff contracts are directly with IUCNP. These contracts however do give the
staff the same holidays as their Government of Pakistan collesgues. unlike the

'NCS Unit. No medical coverage is given and for those staff on leave from other

departments of the government, and there has been no pensior contribution
included. The PEP-funded staff expressed their concern at the lack of these
conditions. The Deputy Secretary however was of the opinion that these
allowances had been included in the staff contract package at the time of

negotiation.

The professional staff employed by the ES under the PEP funding include two
professionals with foreign qualifications specifically in environmental subjects.
In addition, the ES wants to create two more regular positions for permanent
technical staff.

Recommendations

1. The accounting system should be standardised and upgraded
according to the standard accounting system for the GOP.

2. A Procurement Selection Committee should be instituted.

The CPO

With the late arrival of the CPO, it appears that the other PEP partners have
taken some time to adjust to the arrival of a new player. Many of the probiems
to which this gave rise, such as the actual procedures for requesting assistance
and the approval procedures have now been worked out.

One of the major problems the CPO still appears to have is a surety.bond for
$200.000 which the CPO has had to give CIDA. This bond is a legal requirement
by CIDA to cover advances to the CPO. The CPO in turn advances money (o
IUCNP for use in its "Regional Initiative” and any training done on behalf of the
CPO. This would appear to be an untenable arrangement from a business

- perspective, in that it places an organization (COWATER) in a position of being

held fiscally accountable for monies over which it has little control once it is
handed over to IUCNF.
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11,

MAJOR LESSONS TO BE LEARNED
. ~ .

The PEP has been active since November 1994 — some three and a half years,
including the Inception Phase. Already, a number of lessons can be derived from
this experience. They are identified here in point form. Since they are pnmanly
lessons of value to those designing future programmes, these points have been
organized in a way that relates, ronghly, to the sequence of the project cycle.
Although, in the first instance, they are assumed to be of particular interest to
CIDA, these lessons should be noted by all parties involved in the PEP.

. - In negotiating aid agreements:

» - sought-after assurances that will influence the design must be
settled and any conditions should be met before the Memorandum
of Understanding (MOU) is signed (e.g., "regularizing” of
government bodies and their staff). _

. CIDA must ensure that it can commit itself to a level of
involvement and continuity of management sufficient to ensure
that the Executing Agency.and the recipient country (and, indeed, |
CIDA) live up to their obligations.

. CIDA should assess with great care the capacity of a local
executing agency to ensure that the scale of the programme is
appropriate in terms of that capacity to execute.

2. In designing an ecnvironmental programmcfproy:ct for relcvance in
realizing its objectives and for sustmnablluy

. use should be made of a conceptual model of the TEMS, or
something similar, that serves to identify not only that which the
programme will be addressing but also, just as importantly, that
which it will not be addressing but which will need to be
addressed by the recipient country to ensure relevance and
sustainability of the programme’s activities.

. an hierarchy of simple, clear statements of expected results should
be articulated at the levels of the programme. major institutional
or other components {e.g., the four institutions in the PEP), and
sub-components before the programme is launched.

. clear recognition should be given to the importance of having any
“bought” capacity (skilled personnel) institutionalizing their
systematic procedures, etc. for the benefit of others who will join
the institution, quite possibly once the skilled person has left.
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. full use should be made of CIDA’s extensive experience with
similar projects, possibly by bringing together key players (such
as designers, evaluators and PTLs) from those other projects.

In designing a programme/project intended to enhance capacity to manage
the environment.

. make more use of normative frameworks (such as the concept of
the TEMS) that makes for easier identification of the capacities
to be developed, and for easier reporting.

. more attention should be given to realizing outcomes than to
relying on producing outputs, thus putting more emphasis on: the
development of capacity wherever best located; and, on keeping
options open as to how one eventually realizes those outcomes.

. insist on 2n analysis of each institution’s needs for sustainable
institutional capacities. 3
' D e
. jook for signs of a positive learning environment in the recipient

country’s collaborating institutions and avoid those institutions
that cannot demonstrate such interest.

. ensure the active involvement of offices within the central
executive of the host country’s government.

. recognize that in order to change conservative institutions one has
to commence with small and yet strategic interventions that are
non-threatening but likely to yield muitipliers (as has been done
in training teachers for providing environmental education).

e - consider using project teams to link several advisers and
counterparts to work jointly on coming up with joint
recommendations on institutional change. ‘

In designing a programme/project for efficient and effective management:

. give priority consideration to a private sector Canadian executing
agency, with extensive expericnce in developing countries, if the
prime consideration is to put sustainable institutional capacity in
place quickly in order 1o facilitate the implementation of a time-
limited stratégy that has already been developed.

. whether a local or a Canadian executing agency is used, carefully
assess the absorptive capacity of the recipient institutions when
setting the pace for attaining objectives; and recognize that that
pace arid the productivity of any one recipient institution is often

} I -2
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governed by the resourcess and other capacities of other |
institutions that have not been included in the project.

. ensure that any Canadian partner organization is contracted to
start at the same time as the local organizations and that the

partnership is one of equals.

. ensure that a clear, coherent structure underpins the project and
that this is reflected in clear, easy to understand documents on the
project if full support is to be received from Canadian and

recipient country institutions.

. insist on clear lines of command, acceptable to all parties, that:
ensure accountability; minimize confusmn and, provide scope for
personal development.

. provide monitoring and other necessary support services and
ensure that they are not cut back once the project has started.

. holcl extensive d;scuss:ons on the acceptablhty and hon-:.sty of all
assumptions underpinning the design.

v do not attempt to impose untried techniques and tools on aid
recipients.

In making for a more efficient and effective executing agency once a
programme/project has been operating for a while:

. ernploy an external Canadian-based monitor from the outset, who
has no other involvement in the project and who can be in
frequent contact with the PTL in CIDA HQ thus facilitating

follow up on advice given.

. review ail job descriptions and betier define the jobs in light of
experience.

. actively encourage the executing agency to take advantage of
CIDA’s corporate experience, in managing projects in developing
countries. :

. review reporting formats to ensure that reports are capturing 'b:g
picture” developments and are anticipatory rather than solely

reactive,

. avoid, if at all possible, attempting to "retrofit” a project with a
new management approach well into the teom of the project.
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. ensure that the executing agency produces updated versions of a
well thought out plan for the programme/proizct as a whole, that
make clear the critical paths for the sequencs of events and the
scope for contingency planning when confronted with the
inevitable unforeseen situation, '

6. In mieking for good, productive relations between the host country’s
agencies and the Canadian partner agency or executing agency:

. ensure that all job descriptions are well defined.

. ensure that lines of command are clear, easy to understand. and
fully accepted by all parties.

. ensure that these are opportunities for'Canadian advisers and their
counterpatts to work together as teams (in addition to any one-oi-
one working relationships) and that tHis process is carefully
managed by someone sensitive to creating a productive learning
environment and to building local ownership of ideas generated.

. ensure that frequent self-evaluations are carried out by advisers

' and their counterparts, together, in a setting that will enable any

tensions to be discussed openly and resolved before they
contribute to lasting, unproductive rifts.

. use simple language and explain what one has in mind rather than
assume that everyone will have the same perceptions of issues
and the same understandings as to the meaning of terms used.

11.1 Recommendations

1. CIDA. should ensure that the above lessons are given serious
consideration by all relevant offices in the Agency and that those °
pertinent to the on-going management of the PEP are discussed at a

forthcoming PAC meeting.
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12,0 MAJYOR RECOMMENDATIONS

There have been many specific recommendations made throughout this report, on
specific issues. All are imporiant. Here, we provide an overview of the more
_stralegic considerations with the intention of offering guidance to the PEP's key
players on how to make the most of the remaining time available. ln essence.
there is a need for 2 consolidation of the efforts that have been made to date, and

1o do this jn a planned manner. ‘

However, in constructing this overview of how to focus the effort of players, we
would not wish to have- this list taken as a substime [for the many
recommendations that have appeared throughout the report.

We recommend: i

1. The PEP partners, with the assistance of all of the CP'O’s Advisers,
jointly review the statements of "assumed outcome of activity" (i.e.,
the sought-after capacities), and replace or add lo them if necessary,
with a view to ensuring a clear sense of purpose for their work.

2. The PEP partners, again with the CPO’s assistam:e, identify a.
normative list of components of capacity that are required to develop
each sought-after capacity and then assess how much is already in
place and what still needs to be developed.

3. The PEP partners, again with the assistance of the CPO, identify the
requisite resources, initially in broad terms, to get a sense of what is
involved., In doing this, they should agree collectively on;

. the staff needed;
. the advisers needed; and,
’ the pace of work.
4. Clear commitments as to the resources available, over tlie near and

longer term, should be provided by all PEP partners.

5. Each PEP partner formulates a draft strategic operational plan and,
in support of this, develops a strategic corporate development plan.
Although these plans are expecied to be developed by euch institution
working separately for the most part, there should be a conscious
effort to share thoughts about the plans with the other PEP partners,
since the plans of the four institutions should be complementary.

0. CIDA, in light of its responsibility for ensuring that "the JUCNP has

Lthe developmental, technical, financial, administrative and managerial .
capacity fo run the PEP" should take appropriate action to ensure
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10.

that, relative {o the IUCNP’s needs, the FUCNP is offered, accepts
and acts upon appropriate advice provided through the CPO. -

The Executing Agency and the CPO discuss ways in which the CPO
team members couid be used to best effect in conveying Canadian
and other international experience to the PEP partners.

More frequent meetings of the PAC and of the PEP partners and
their mid-level staff, a simpler system of reporting that better meels
CIDA’s needs, and the hiring of a Canadian-based external monitor
to keep all of the players and especially the PTL better informed of
the progress, or lack thereof, being made on the implementation of
the plans to strengthen the four institutions.

CIDA, in discussion with the CPO and the Executing Agency, should
establish specific parameters for the responsibilities of the two bodies
relative to each other and relative to CIDA. These discussions should
include the resolution of difficulties over the CPQ’s accountability for
quality control and expenditures relating to services for which it is
nominally responsible but over which it does not in fact have full

control

CIDA should reconfirm that it recognizes that developing
institutional and individual capacity takes time and that, if there are
signs of continuing progress, serious consideration will be given to a
further phase of support, whether through the current partier uiits
of the programme or through other environmental management

institutions within Pakistan’s TEMS. . o
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1.0
1.1

APPENDIX A

PAKISTAN ENVIRONMENT PROGRAMME —
MID-TERM REVIEW

CONSULTANTS’ TERMS OF REFERENCE

Background

In 1887 CIDA approved a project to fund IUCN (World Conservation Union)
Pakistan (IUCNP) to develop the National Conservation Strategy (NCS) for .
Pakistan. The NCS was approved by the Government in 1892 and represents a
comprehensive analysis of the environment within a sustainable development
framework and sets out a ten year plan of action for implementation to achieve -
the NCS objectives. In 1994 CIDA approved a five year, $15 million dollar
initiative to strengthen four institutions central to the implementation of the NCS:
1) IUCN Pakistan which will also serve as the executing agency for the program;
2) the NCS Unit of the Ministry of Environment , Local Government and Rural
Development; 3) the Environment Section of the Planning and Development
Division; and 4) the Sustainable Development Policy Institute (SDPI). The
proegram alsohas a Canadian Partner Organization (CPQ), contracted in 19986.
The CPO is not an executing agency but rather a "heipful partner" that is to assist
the Pakistani partners in meeting their objectives through providing technical
assistanceftraining, arranging for institutional linkages and assisting in designing
and implementing effective self monitoring and evaluation frameworks. The goal
of the program is to improve Pakistan's capacity to achieve environmentally
sustainable forms of economic and social development. The purpose of the
program is to strengthen the necessary institutional capacity in Pakistan to
implement the NCS. .

- in order {o situate PEP in the overall context of NCS implementation, the MTR

should examine the existing NCS context and priorities and implementation status
in relation to the direction that PEP has taken vis-a-vis support to NCS '
implementation (see section 4.1.5 below).

The structure and reporting relationships in this program are complex and
unusual for a CIDA project. For example, the executing agency, IUCNP is also a
recipient of assistance and the Pakistani partners consist of two government
departments and two NGOs with an NGO (IJUCNP) in the lead. The CPQ is alsoin.
a very unique position, being the Canadian representative but not accountabie for
program delivery. Additional important contextual information is that the Pakistani
partners have spent almost 10 years focusing on developing a strategy through
extensive consultation and consensus building at senior levels while this program
represents a shift to capacity development of institutions (and mid-level mangers)
in the public sector to design and deliver activities contributing to NCS |
implementation. Finally, this program is designed to include a self monitoring and
evaluation framework where the partners determine results and indicators and -
report on their.progress. 1t should be noted that CIDA adopted the Results




Based Management (RBM) process after the design of this programme so a
certain amount of design retrofitting has been necessary. The CPO initiative
contains a position (Performance Measurement Advisor (PMA)) which has and.
wiil be integral to the development of PEP performance measurement systems.

1.2 The Contribution Agreement with IUCN Pakistan was signed in July, 1994, The
CPO contract was signed in May, 1996.

2.0 © Purpose of the Mid-Term Review (MTR)

2.1 The MTR will primarily provide a timely assessment of the effi iciency and results

' (output and outcome at this point in the project) of the project in relation to stated
objectives and design. A MTR, in particular, is undertaken during ;
impilementation as a first review of progress and a prognosis of the likely results
of the project. In carrying out this mandate, the Consultant shall review project
design and underlying assumptions to determine if they remain valid and make
recommendations for any required changes affecting project operations. This
project aims to improve Pakistan's capacity to achieve environmentally sound
forms of economic and social development. Is this capamty being enhanced by
the project? In what specific ways? .

The project purpose is to strengthen institutional capacity to lmplement
the NCS. {n what specific ways has this occurred? In addition, the

MTR will initiate a focus on the "Big Picture" (PEP's contribution ‘
coliectively to the goals articulated in the NCS). It will be important for the
Consultant to assess and identify developments that are of s:gnn" cance
in explaining the evoiution of the project.

3.0 SPECIFIC SERVICES

Without limiting the generality of the foregoing, the Consultant shall provide "
professional and technical services as follows:

3.1. Review CIDA project documentation including {but not limited to): relevant
NCS documentation prepared prior to and after PEP approval, project approval
documents, progress reports, annual workplans, PEP Partners meeting
reporis/Minutes, Annex A PEP Contribution Agreement, MOUs between IUCNP
and other Pakistani partners, CPO contract TORs & reports, Management
Reviews of IUCN Pakistan and SDPI, Project Advisory Committee (PAC) reports,
self monitoring reports and project audits;

T
3.2 Carry out interviews with PEP Partners, and CPO, selected individuals in the "
government and NGO community involved in NCS implementation, members of
the PAC, clients of SDPI, individuals from the donor community involved in the
environment sector, CIDA and Canadian High Commission staff and others to be

determined:

3.3 Prepare draft workpian for the initial MTR mission that details the purpose,
, activities/process, roles/responsibilities for the mission and each team member, _
to be reviewed by CIDA before finalization by the MTR team and approval by CIDA




3.4
3.5

3.6

3.7
3.8

3.9

and the PEP Manager. The workplan for subsequent work (Phase i) is to be
completed upon return to Canada;

Undertake a first mission to Pakistan from November 24-December 9/1997;

Prior to deparling from the field for the first mission, prepare a summary of the
finding s to serve as the basis for a debriefing for representatives of CIDA and
PEP Partners (as appropriate). The summary of findings will be transmitted to
CIDA HQ to the CIDA Project Team summarizing observations and preliminary
recommendations from the mission;

Prepare a draft workplan for the second MTR mission that details the purpose,
results, activities/process, roles/responsibilities for the mission and each team
member, to be reviewed by CIDA before f nalization by the MTR team and .

approval by CIDA and the PEP Manager.” A draft Table of Contents (TOCs) for the .
Fmal Report is to be included as part of the second phase workplan;

Undertake a second mission to Pakistan in February 1998;

Prior to depar’ung from the field, prepare a summary of the fi indings to serve as the
basis for a debriefi ing for representatives of CIDA and PEP Partners (as
appropriate). The summary of findings will be transmitted to CIDA HQ to the CIDA
Project Team summarizing observations and preliminary recommendatlons from

the mission;
Debrief Project Team in Canada; and

3.10 F‘repare a Final Report in form and content as agreed to with CIDA.

4.0 ISSUES FOR DiSCUSSION AND ANALYS[S AND INCLUSION IN FINAL
REPORT ,
4.1 General

4.1.1 review lines of accountability among PEP partners and CPOQ;
4.1.2" review lines of authority within the PEP program;

4.1.3 review the role and progress of the CPO in terms of program delivery and
implementation of its cbligations under its contract with CIDA;

4.1.4 clarify the position of the PEP-funded staff, particularly in the Government
units, in terms of their assignment to project related activities on an
gxclusive basis;

4.1.5 tlocate the p}rogram in the evalving context of the NCS and assess the
effectiveness of linkages to NCS stakeholders;

4.1.6 review the impact of the support of other Government institutions on the
delivery of the program;




4.2

4.3

4.1.7 review effectiveness of program governance structures such as PEP
Partners meetings in providing direction to the program. How is the PEP
affecled by Government policies and procedures?

4.1.8 determine effectiveness of self-evaluation and monitoring procedures;

4,1.9 determine the extent to which gender issues have been addressed in
program to date;

4.1.10to the extent practicable (either by briefings and/or review of existing
reports) review the enabling environment (political/feconomic/institutional

setting) within which PEP Partners must operate; and

4.1.11 recommend improvements to the objectives, operations, desig'n and
management of the program.

Efficiency

4.2.1 provide an explanation of under-disbursement by the GOP units to
date;

4.2.2 determine the timeliness and appropriateness of the inputs
provided by IUCN and CPO towards achievement of program abjectives.
The MTR should review the evolution of the relationship among PEP
partners and the role IUCN Pakistan has played, as executing agency, to
co-ordinate and manage the PEP in accordance with the terms/conditions
of the coniribution agreement with CIDA:

4.2.3 assess outputs delivered to date against targeted dehvery by activity (by
selecting a sufficient sample of activities to support an anaIySIS)

4.2.4 to the extenl practicable, provide a summary and explanation of key
oufputs not delivered; _

Results

4.3.1 On the basis of an appropriate selection of results to measure, assess
what progress has been made towards achievement of resulls at the
output, outcome and impact (consistent with the "Big Picture") levels.
One of the key documents to consuit is the "PEP Results Based
Matrices (RBMs}, July 1996-June 1999 report which was compiled with -
the assistance of the CPO's PMA. During the preparation of the MTR
workplans, the Consuitant should consuit with the CPO's PMA when the
methedology is being prepared regarding assessment of results;

4.3.2 Assess the effectiveness and appropriateness of the Performance
indicator Tracking System (PITS) as a tool for performance
measurement for the project; and

4.3.3 Identify constraints to achieving intended results.

*




4.4

4.5

Sustainability

4.4.1

4.4.2
4.4.3

Evaluate the pmgnbsis for sustainability of each component of the

-program where sustainability is defined by the Organization for Economic

Co-operation and Development (OECD) as "the ability to deliver an
appropriate levei of benefits for an extended period of time after major
financial, managerial and technical assistance from the donor is
terminated";

List and describe the major constraints to "sustainability"; and

identify plans and strategies that are in place to ensure sustainability of
PEP initiatives.

INSTITUTIONAL ISSUES

4.5.1

4.5.2

4,5.3

4.5.4

. 4.5.5

4.5.6

Is the current management Strui:ture of PEP responsive o the needs and
interests of the PEP Partners. What are the procedures for consultation _
(e.g.; workplanning/budgeting among others), feedback and grievances? -

What is the frequency and form of contact between Executing Agency
personnel, CPO and the PEP Pariners? \

What evidence is there of commitmient to achieving the results of the
PEP by each PEP Partner? The MTR should review the roles and
responsibilities of each Partner in the context of their mandates and
constraints faced by each Partner in contributing to PEP objectives. The
role of IUCN Pakistan as the executing agency should be reviewed to
determine what measures have been instituted to facilitate PEP
implementation by all Partners. -

Are there clear job descriptions for each position related to the project?

Non-GOP personnel are working in staff positions in the GOP
Units. What are the long-term consequences of this action, and who is
responsible for their work assignment and supervision? -

How is workplanning carried out for each unit of the project? Who
participated in the preparation of the workplans? How is work assigned to -

individuals within the project units and do the units monitor the activities to -

o be undertaken in accordance with the workplans?

4.5.7

4.5.8

4.5.9

Does each unit of the project have a Strategic Plan ? if so, who
participated in the preparation of these Plans?

Does each PEP Pariner have a Human Resources Devélopment
Strategy? Determine the level and appropriateness of on-the-job-training
and coaching by the Executing Agency? '

What interventions have been targeted to enhance management
development of the PEP Parners? As part of this exercise, the MTR
should (assuming baseline data/scenarios exist) compare the present




4.6

status of each PEP partner with their situations at the beginning of PEP.
Efforts regarding institutional strengthening and capacity development by
the Partner itself or by IUCN Pakistan as the Executing Agency should be

examlned

4.5.10 Are managemenﬁadministration systems in piace and followed? Are
procedural manuals available in all PEP Partner institutions and, if so, are

they useful/foliowed?

Prudence and Probity

4.6.1 Is financial information complete, accurate, and reliable? Are financial

resources being used economically? Issues to consider include:

4.6.1.1 How sound are financial management policies and procedures,
including budgeting, accounting and reporting systems/practices;

. 4.6.1.2 Are there adequate strategies and practices which respond to the nature

and level of risk to project funds and assets? and

4.6.1.3 Is contracting and contract management in accordance wnth sound
contracting pollmes and practices?




APPENDIX B

CONTACTS MADE IN PAKISTAN AND CANADA
GOVERNMENT AGENCIES: CANADIAN

Government of Canada

Canadian International Development Agency

Mr. Peter Berkeley, Project Team Leader

Ms. Angela Patterson, Education and Training Specialist

- Ms. Judi Allen, (forimer) Environment Specialist

Ms. Wendy Miller, (former) First Secretary (Development} at CHC in Islamabad
Mr. Goberdhan Singli, Performance Review Division.

Mr. Bob Odeh, Country Programme Analyst .

Environment Canada
Mr. Ed Norrena, Dir-Gen.. Technology and Industry Branch

Canadian High Commission, Islamabad

Mr. Victor Carvell, Head of Aid

Ms. Peggy Florida, First Secretary (Development). _
Mr. Samiulizh M. Malik, Programme Officer (DeveIOpmcnt)

CIDA Programme Support Unit

(in addition to the two members of the MTR teamn — Mr. Tariq Qurashi and Mr, Alhar Ah
KChan)

. Ms. Rukhsana Rashid. Manager, Gender Programme

GOVERNMENT AGENCIES: PAKISTANI

Government of Pakistan

Ministry of Environment, Local Government 1nd Regional Development

Mr. Sikandar Hayat Jamali. Secretary

Mi. Mahboob Elahi, D-G (Env’t)

Mr. S.M. Junaid, formerly Deputy Secretary (NCS Unit)

Col. Retd. Muhammad Javaid Noor, Joint Secretary (NCS Unit)

Mr. Asad Sibtain, Deputy Secretary (NCS Unit)

Mr. Mohanunad Asif Sahibzada, Project Plg. & Monitoring Specialist .
Mr. Irfan Us Sami, NGO & Private Sector Specialist 5
Mr. Tahir Malik, Database Mar.

Mr. Rafig Ahmad, Dep. Inspector General of Forests

Mr. Abdur Rauf Gandapur, Section Officer, Plg.

Mr. Nadeem Malik, Section. Officer, NCS 1}

Pakistan Environmental Protection Agency
Mr. Asif S. Khan. Director-General

Mr. Zia-Ul-Islam, Director

Dr. S.5. Tahir. Deputy Director




Enercon ‘
Mr. Arif Allauddin, Managing Director

Planning Cemimission

Mr. Malik Muhammad Saeed Khan - Member

Mr. A. Aziz Qureshi, Chief, Env’t Section, Plg. & Dev't Division

Mr. Muhammad Farooq, Ass’t Chief. Env’t Sectton. P&DD

Mr. Mascod Anjum Khan, Env't Ass’t Specialist, Env’t Section P&DD
Mr. Saadat Ali Khan, Natural Resources Specialist '

Y

Ministry of Population
Mr. G.M. Samdani, Secretary (former Secretary, MELGRD)

]

Ministry of Health
Dr. Sohail Karim Hashmi, National Health Programme Manager, Environmental Health Umt

Ministry of Education
" Mr. Syed LJ. Bukhari, Science Education

WAPDA

Mr. Wali Waheed, Deputy Director, Env't Ccll.

Mr. Bushra Waheed, Research Officer (Env’t), HEPO.
Mr. Ahmed Kamal, Senior Engineer (Floods).

_Province of Punjab
‘Mr. Malik Muhammad Khan, Conservator of Forests

NON-GOVERNMENTAL ORGANIZATIONS

IUCNP
Ms. Aban Marker Kabiaji. Country Representative. and Project Director

Dr. Asif Zaidi, Manager. PEP.

Ms. Stella Jafri, Head, Kearachi Office

Mr. Muhammad Rafig, Prog. Directorate

Ms. Nikhat Sattar, Prog. Directorate

Dr. Imtiaz Alvi, Prog. Directorate

Ms. Saneeya Hussein, Communications Unit

Mr. Umer Afridi, Communications Unit

Mr, Dhunmai Cowasjee, Communications Unil

Mr. Saquib Hanif, Communications Unit

Ms. Nargis Alavi, Education Unit

" Mr. Ali Raza Rizvi, Education Unit

Ms. Maheen Zehra, Bducation and Communications Units

Ms. Nadia Loan, NGO/Community Support Unit

Mr. Aijaz Nizamani, NGO/Community Support Unit

Ms. Nelma Akbund, B'ness & Law Unit

Mr. Haider Ghani Mian, B'ness & Law Unit

Mr. A.L. Rao, Head, Stratggies Support Unit

Mr. A.S. Bokhari. Strategies Support Unit

Mr. Javed Ahmed, Dir. ERNP )
Mr. Mahmood Aktar Cheema. ENRP .




Mr. Kent Jingfors - Biodiversity Unit. Natural Resources

Dr. Parvaiz Naim, Env't'l Ass’t Service

Mr. Gul Najam Jamy, JUCNP-SPCS Unit

Mr. Hamid Afridi, IUCNP-SPCS Unit

Dr. §. Sajidin Hussein, Environmental Rehabilitation Programme

Mr. Abdul Qaiyum Sheikh, Environmental Rehabilitation Programme
Mr. Tahir Qureshi. Coastal Ecosystems Unit

Mr. Julian Inglis. Balochistan Conservation Strategy Unit

Mr. Albert Heatherly. Head of Administration

Mr. Manik Wijeyeratne. Director. Finance and Operations

SDP1

Dr. Shahrukh Rafi Khan, Ex. Dir,

Mr. Haroon Ayub Khan, PEP Coordinator

Dr. Shahid Zia, Res. Fellow, (Agric.)

Dr. Jennifer Benneti, (Sust. Human Dev’t)

Brig. Mchammad Yasin, (Info. Communications Trg.)
Ms. Musaarrat Bashir, (Policy Advice)

Ms. Kiran Nazir Ahmed. {Networks & Advocacy)
Ms. Saba Khattak, {Gender)

Ms. Dina Shahban

SUNGI ’
Ms. Mishka Zaman. Advocacy Support Unit b

Teacher's Resource Centre
Ms. Seema Malik, Director

PIEDAR
Mr. Syed Ayub Quiub. Executive Director

NGO Resource Centre
Mr. Qadeer Baig, Programme Coordinator

PRIVATE SECTOR

Federation of Pakistan Chambers of Commerce and Industry
Mr. Mahmood Ahmed, Vice President ‘
Mr. Raja Amir Khan, Deputy Secretary

Qi} and Gas Development Company Ltd.

Mr. Rais Ahmed, Chief (Pet. Chem.) Envt’] Protn. and Safety Dep’l
Mr. Ziauddin Ahmed Khan, Chief, Envt'l Protn, and Safety Dep’t
Mr. Mohiuddin Siddiqui, Deputy Chief, EPSD

Mr. Muhammad Ismail Laghari

PROFESSIONAL SERVICES

Mr. Zahid Huamid, Advocate, Iigh Court




MEDIA

Ms. Azra Syed. Reporter, THE NEWS

Mr. Bhagwandas. Reporter, DAWN :
Mr. Muddassir Rizvi. Editor, News Network International
Mr. Zafarultah Khan, President, Green Press

Mr. Masroor Mohsin Gilani, Secretary. Green Press

INTERNATIONAL DEVELOPMENT AGENCIES

AUSALID

Mr. Shoaib Tayyab, Snr. Programme Officer

DFID (UKY

Mr. Eamoinn Taylor, Head of Aid

European Union

Mr. Constandines Vardakis, First Secretary
Mr. Mohammad Imran Ashraf, Agronomist

NORAD

Mr. Alf Ame Ramslein, Counsellor

Mr. Mohammad Arshad Gill, Adviser, Dev't g
Roval Netherlands Embassy c b
Mr. Emil C. Kengen. First Embassy Secretary (Adviser Env't)

Swiss Agency for Development and Cooperiation
Dr. Gerolf Weigel, Res. Rep.
Mr. Sohail Malik. Programme Officer

UNDP
Dr. Chaudhry Inayatullah, Sustainable Dev’'t Adviser
Mr. Jakob Rogild Jakobsen, Programme Officer

o World Bank
. Mr. Najib Murtaza. Env't and Natural Resource Specialist

CANADIAN PARTNER ORGANIZATION

Ms. Wendy Quarry, Manager

Mr. Frangois Bregha. Linkages Adviser

Mr. David Cressinan. Technical Assistance Adviser

Dr. Phillip Rawkins, Institutional Strengthening Adviser

Dr. Redger Schwass, Training Adviser

Mr. Ian Smillie, Performance Measurement Adviser

Mr. Bernard Woods, Asia Branch Office Manager, MIS Specialist




INDIVIDUALS

Dr. John Davies, Director, Social Marketing Pakistan (Guarantee) Lid.

Dr. Arthur Hanson, President, International institute for Sustainable Dev't

Mr. Peter Morgan, Consultant

Dr. G.M. Khattak, retired university professor

Mr. Zafaruliah Khan, former Additional Secretary. Ministry of Environment. current
Managing Dir., Overseas Pakistanis Foundation

Ms. Aneesa Mumtaz, Principal, St. Patrick’s College;of Education ,

Mrs. Mansoorali. Teacher, St. Patrick’s College of Edycation : '

Mr. Sanjay Lashand, Consultant
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APPENDIX C A

PEP LOGICAL FRAMEWORK ANALYSIS

Project: PAKISTAN LNVERUIFLET PEGGAA
Date: July 25, 1794

FARRATIVE SMPWRY

CRICCTIVELY VERIFIABLE IMDICATONMS (V1)

MEANS OF YERIFICATION DY)

CRITICAL ARRUMPTIONT

. Loul
To frprove Pekistan's capaciiy to
aghileve envirormentally sustainuble
forma of ecenamic end socisl

develogrent.

N[ = for Soml Achievomnt
- Strergthened errvirormentul maasgement
copocity In GOF L polvete sector,
Incr eased emphaxit on envir
factars in COP economic plens wxi
gecisiont wnd in private sector
Lnvestnent dezisiom.
|nereased public swareress of
ool romnental issuves,

al

N - Goal
« tecinios of the Natlonel Ecomomic
Corrcll & Ftr Executlve Commities
= P pesition statements In reglomml
r=] interpetiosl fore;

- gontent of natlorsl fevelopment plona!

= bevelogment of leglslation L reg's.

i = for tosl Achisvowst
= Pt lc wrd privete sectors will
rontlnue comliment to the WCE;
= Mo major politicel or ccomomie erises
glvert attemtion from the MCS;
tont irued donor support for NCS
1mal aentation;

To erhence the puricmance él & key
frazitutiems (¥3 in previding effeetive
leacecship, rechnical support/aralys (s,
coordiretian servicea omd cataiyst
input meeded fof the lmplementation of
Pakiztan's Hatlorel Corservation Straet.

¢* EUsD, FPL, S0P} ered NKH-P)

Ofl - Fer Purposa Achieveser
- Effective action by GOP, HGOs b pvie
*getor 1o redurs Fesourer degradation
aryd rehebllltete b marmge matursl
reseurces In s sustainebiie menner,
- Lrplarenteticy of prisrizy KOS
recommendat {ons,
tncrensed etfectivenesn of ervirmn-
euntpl %00y & palley fracitutiow.

- -
Follcy sed Leg!slstive sctiorm of the
Erwl rormental Protection CouncllJEPA

= Flycal expersdi tury on el ronment;

- hctions of Ceblret Committew on
¥CS Imlpwmentation:

< Wmber of Inltletivee & sccennes,

= increased donor jrmbvament,

Aagzrgptiors - For Purpose Achievemertt

- Tarpet lrstitucions remmin coomitied
te enviroment arxd the NCS.

- Lontbaed TOF suppert for environment

%0 wrd polley inttitutes

WONF wxd ®P) wbin te deveiop poed

working relutlorships with Coverrment

wnlts at all Yevels, other NGOp end

private swckor representatives.

GApIs

l.Enharced capecity to act effoctlvely
ir their respestive sreas of mondates
1.1 by IUDHP o develp predrema for
lic b oprlvete conatituencies In
sucpert of KCS laplemntation:
1.3 by EUAD NCS Unit 16 promate,
weordinate & monltor NCE implementtn
1.3 by FPC Erv't Section to (ntegrut
developnent & savirormentel fectors
ine raticnel socie ecoramic palicy.
1.8 by SOP) to do irdepersdent
research in suppert of susy. dev,

2.Programe L setivities plormed ond
rplaenited by ILCNP, ELAD MECS Lnit
with TUCH/R to {mplerent the HLS:

3. Argigral initiatives b sctivities

&, Can - Pab initiatives & activitivs

oI - For Dutput Ach|cvemen
Cepoctity Indicstora re staiflrg, MRD
cperatlpg procedures for the four
Tratl tuelona,

Frogranfectivity Indicators:

{te b cedired] far the work and
preject-fuded setivities of the
four participating frattiiutlors.

-

Ireressed eooperation emong South
Aaisn ervitel orgorzetiom.
Irereased Con-Pakistanl couperst'n
re ervirormentst [ssues & concerns.

Y - DU
- Project monltering reports
- Prejsct avaluation reperts
= Project progrees reparks
- I\EWF rrreml reports
- SOP] mrrusl reparty
= PAC reviewn/anneasnents

Asamriom ~ For Dutput Ach{wrssnt

= 1UCKP cont rsaet to be the focal
point for GOP, WCQ, medie, lIsbour &
bunlress Intersctlion ot prstainable
development wnd FOF contirues workirg
with IUCKP to implement Khe NCS.

= ALl participents ebla ta cetain atat!

« Eifective working relotlonshiss
entetlished wworg project participsncs
ard with tdv, Fartner Orgonizacien.
¥

lrenis
-CIDA project fudirg.
-G Contribution o office Yacilities,
suppert steff ardd other resources
= [UCKH Contribation lor prafect coord'n
effice facitities, support staff snd
ether respurees

Magni e of Ingests
€IBA Coatribation: $15.0 miltien for:
TUCK-P; 5DPL; Reglongl Activities
Conndl an Parner organtzation
Manjtorirg L evalyetion

¥ - lrpts
-Progress ared ronitoring reports,
-H{P reeords '

Apcaptios = For Providing Inpns
-Continued availebility of humen, )
technleat materisl ard other raspurces
evalleble frem all sources.
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APPENDIX D

PEP ACCOUNTABILITY MATRIX

Ervtt Unit FPL aed 5POL.

b 1 | 0 [ParTicspeT|
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{ oo [ 1 | | | |
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| | | ! | | |
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APPENDIX E .

THE USE AND ABUSE OF LANGUAGE IN AID PROGRAMMES
: i
CIDA, and other donor agencies, need to give a higher priority to the use of éimple, clear,

. gramumatically correct language in their work. This is particularly important in aid programme

work. One is working with peopie whose command of, say, english ranges from minimal to
excellent. One is often involved in the discussion of fairly complex concepts and phenomena

~and their applicability, or otherwise, to particular situations. Details of a concept or a

particular situation may be important. One is often involved in working with people who, by
design, come from a range of backgrounds. The technical language of a profession may not
be familiar to them. If one is to be successful in both conveying one’s thoughts and ideas
to reflect the experience that one wishes to bring to the dialogue, and receive a well thought-
out response, then clarity of communication is essential. '

Every profession tends to resort to the shorthand of jargon phrases. This is understandable.
However, it can be self-defeating when different individuals or groups compete with one
another to lend different definitions to the same or very similar terms. The competitors fail
to recognize the very simple truth behind their desire to “capture” a term and insist on how
it should be used. That simple truth is that any one jargon term, constructed from the.
combination of two or more words that on their own may be quite {amiliar to many, may
convey very different meanings to different people {rom different backgrounds. The chances
of confusion arising from the construction of such terms tend to be increased when each of
the words being combined can, on their own, be used in several quite distinct ways and thus
mean different things. Further confusion may arise as a result of the tendency to convert
nouns into adjectives. And, finally, the text that is designed to define the term may well be
lacking in clarity and using other jargon terms.

CIDA is as guilty of this as any domor agency. It has confused the world by its
misinterpretation of "goal” and "purpose" as they appear in Logical Framework Analyses.
“Purpose”, in regular english, is a term used to convey a broader meaning than "goal”.
CIDA’s use reverses this.

In the field of instiwtional development/strengthening/building and capacity
development/strengthening/building, there are again signs of a tendency among experts to
argue for their definition to be accepted as the definition.

Further problems arise with the confusion between outputs and outcomes and again between
outcomes and impacts in the matrices being used in applying Results-Based Management.

In any one project it is desirable to have a set of terms that are clearly defined in ways
acceptable to the majority of those having to use them. Any major report should provide a
definition of key terms used in that report. This should not, however, close off debate on

what is really needed.

CIDA should keep its sights on what is really needed and be prepared to accept that many
of the terms in this field may be used interchangeably because many of the words are so used
in everyday discourse. This simply means that CIDA shouid be prepared to elaborate in
simple. clear and grammatically correct language what it is striving for in this field.
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