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1. Background

The CEP is a joint programme of UNDP/GEF and TACIS.  This draft paper addresses the initiatives of the TACIS-funded part of the programme.

The CEP is a Technical Assistance programme for the following Newly Independent States (NIS): Azerbaijan, Kazakhstan, Russia and Turkmenistan.  Iran is included in the programme, but is not funded by TACIS.  Funding for the activities in Iran is being  provided by UNDP/GEF and World Bank.

At the Interim Steering Committee Meeting in Ramsar, Iran, in April 1998, it was decided that TACIS should establish the following Caspian Regional Thematic Centres (CRTC’s):

· CRTC Fisheries Resources Management, Astrakhan, Russia

· CRTC Combating Desertification, Ashgabad, Turkmenistan

· CRTC Water Level Fluctuations, Almaty, Kazakhstan

· CRTC Pollution Control, Baku, Azerbaijan

These Centres have been set up within existing national government institutions.  The aim is to develop them into focal points of environmental expertise within the Caspian Region. They shall be developed into authoritative establishments which will support and contribute to the future Caspian Convention.

The work of the Centres is coordinated by the Programme Coordination Unit (PCU).  The PCU was set up in Baku, Azerbaijan, by TACIS.

The CRTC’s are staffed by an international expert who acts as the Centre Leader, his national counterpart who acts as the Centre Coordinator, as well as technical and support staff.  Input to the technical work of the CRTC’s is provided by this staff, as well as additional local and international experts which are taken under contract, as the need arises.

The PCU is managed by the TACIS Project Manager, Mr Stuart Gunn, the Regional Coordination Officer, Mr Bakhtiar Muradov, as well as support staff.  Since July 1999, UNDP’s Interim Programme Coordinator, Dr David Aubrey, has joined the PCU and has recruited his own support staff. He is responsible for coordinating the UNDP/GEF project.

One of the main project objectives of the TACIS project is to reinforce institutional capacity, strengthen national, regional and local environment agencies, improve pollution monitoring capabilities, establish networks for regional emergency response, contingency planning and public awareness.  To achieve this objective a training programme needed to be designed and initial public awareness initiatives had to be undertaken.

2. Design of a Training Programme

2.1. Introduction

The basis for the design of the training programme has been the following:

1. determine how best the CEP can learn from the experiences of other major environmental programmes;

2. determine how the EU experts can maximise the training of staff during technical work;

3. ensure that the most effective use is made of conferences and workshops to impart knowledge;

4. assess the need for formal training, not only in technical subjects, but also in English language and computer skills;

5. ascertain what external training programmes are available (other TACIS programmes, programmes of other donors) and assist CEP scientists to access them; and

6. provide advice and assistance to the CRTC Centre Leaders to enable them to maximise their transfer of knowledge.

2.2. Experiences from Other Major Environmental Programmes

Discussions with personnel of similarly complex environmental programmes have been undertaken to gain knowledge about their approach towards training and know-how transfer.  Initially, representatives of the following programmes were consulted:

· Black Sea Environment Programme (BSEP)

· Danube Programme

· TACIS Volga Basin Project

· TACIS Public Awareness Project

The conclusion of the discussions with representatives of the first two programmes was that, as with the CEP, training under these programmes was or had been primarily undertaken on-the-job.  This form of training was supplemented by more specialised training in for example database management and use of GIS software.

The Volga Basin Project, which is also funded by TACIS and whose contractor for the project is COWI,  is undertaking a more formalised approach.  The project will be training Russian trainers in environmental management. Thus, the project will not provide training directly to the end-users. Training will be undertaken by using training packages, termed “Courseware”, on a variety of themes or modules, including Environmental Policy and Management and Environmental Economics.  These packages will consist of text, background material, overheads, as well as set curricula and they will provide the basis for a 2-3 week training course.  Selected Russian trainers will be trained and upon completion they will graduate with a Russian officially-acknowledged certificate.  The aim of the Contractor is to eventually develop cooperation agreements with universities and other education centres.  At the moment the first set of packages are being prepared and a preliminary description will be sent to the PCU, with the view of possible co-training opportunities. 

Education forms an important part of the TACIS Public Awareness Project which is centred in Georgia.  Its main aim is the increase of public environmental awareness and to achieve this aim strong links have been formed with NGO’s.  Within the framework of the project, training has been provided on how to present oneself and respond to the press. In countries, such as the CIS, there is generally a lack of experience in dealing with the open – and sometimes aggressive - press and support to acquire these skills is needed.  This form of training may be available to CEP staff in the coming year.

To intensify the exchange of experiences from other major programmes, an “International Waters Seminar” was held in Moscow on 15th - 16th of November. The key participants at this seminar were the National Focal Points of the five Caspian States and one representative of each of the following regional organisations:

· Mediterranean Action Plan (MAP)

· Regional Organisation for the Conservation of the Environment of the Red Sea and the Gulf of Aden (PERSGA)

· Helsinki Commission (HELCOM) (Baltic Sea)

· Oslo-Paris Commission (OSPAR) (North-East Atlantic)

International financing agencies supporting the CEP and leaders of the CRTC’s also attended.  

This seminar proved to be very successful in providing a forum for discussion on the pitfalls in setting up regional programmes, as well as the common keys to success.  The issue of training and the increase of public awareness was addressed by the representatives of all regional organisations and it was emphasised that training or capacity building is essential for any regional programme.

The CEP is most similar to the Red Sea and Gulf of Aden Programme in terms of its economic and political setting. HELCOM and OSPAR deal with European regions and involve relatively affluent countries.  Whilst all programmes had to provide various forms of training, the sort of environmental training that needed to be provided to the countries involved in the Red Sea and Gulf of Aden Action Plan was more elementary, than for example for the Mediterranean Action Plan (MAP).  For the MAP programme, training in state-of-the-art analytical methods and calibration was provided to the contributing countries by the Marine Laboratory of the International Atomic Energy Agency (IAEA) in Monaco, whilst the on-going training programme for the Red Sea and Gulf of Aden Plan has been focussing more on increasing general environmental awareness in the first instance and supporting know-how in environmental management.

The countries surrounding the Red Sea and Gulf of Aden vary greatly in terms of their economic strength and scientific resources.  Whilst Saudi Arabia and Yemen have been the strongest members of the programme, Sudan and Djibouti have required most support, including environmental training. Over the course of the past few years, intensive training has been provided in Marine Management, Environmental Impact Assessment and other topics.  Training has been provided in the form of workshops involving mainly national participants, with the contribution of few international consultants.  The philosophy behind this approach is that the sense of ownership of the programme by the countries and thus there commitment to it will be enhanced, if the capacity of locally available human resources is enhanced, rather than “borrowing” international expertise.

In general terms, the Advisor to the World Bank’s Freshwater, Coastal and Marine Resources Division, Mr Stephan Linter, suggested that out of the Bank’s experience, the most effective way of training and capacity strengthening is cooperation in the form of thematic working groups, supplemented by the use of topical seminars.  For example if a working group is involved in GIS map preparation, the efforts of the working group would be supplemented by a seminar on the latest methods of GIS.

Over the next few months, the Team Leader, Mr Stuart Gunn, will further discuss possibilities for knowledge exchange between the international programmes with the representatives of the various programmes.  One option that was suggested by OSPAR was to send a local expert of the CEP as an observer to OSPAR’s next meeting of the Working Group dealing with the effects of the oil industry. This will take place in February 2000.

In terms of providing an opportunity for the exchange of experiences between various environmental programmes, another important development is the proposed Regional Environment Centre (REC) for the Caucasus. This new REC is mirrored on the REC’s that have been successfully operating in Eastern Europe.  It will represent an environment forum for NGO’s, businesses and government institutions, where experiences can be exchanged, projects can be proposed and discussed and funding opportunities can be sought.  The grants programme will be a very important aspect of the REC.  

The inauguration ceremony for the proposed new REC was held in Tbilisi at the end of September 1999.  Unfortunately the government of Azerbaijan has not yet signed the full proposal, due to political frictions with Armenia, which represents one of the REC’s signatories.  It is hoped that Azerbaijan will revert its decision, so that the Centre can open at the beginning of 2000.  The State Committee for Ecology, the host institution of the CEP’s PCU in Azerbaijan, was one of the founders of the REC proposal.

Once the REC has been established, the CEP will contribute to it, provide it with information and use it as a forum to make its aims and objectives known and to seek further opportunities for know-how transfer and training. 

2.3. Maximisation of Training of Staff during Technical Work

The local experts and support staff that comprise the PCU and the CRTC’s have been trained on-the-job in the procedures necessary to run these new institutions as efficient offices, to the extent that the offices work faultlessly during the absences of the Project Manager and Centre Leaders. These procedures include the following:

· office routines of filing;

·  recording actions and meeting and dealing with visitors.  

Similarly the need for a disciplined working environment has been conveyed, the need to carefully record data on expenditures, as well as being precise during the preparation of contracts, reports and other documents. 

The Office Manager of the PCU, Nigar Babayeva, has acquired skills in the maintenance of financial records and financial reporting and has been given some financial responsibility.  Within the other CRTC’s, the responsibility for financial management has not yet been delegated to the local support staff, but they do undertake the basic accounting tasks for the Centre. Here, the financial management skills could be increased. The more intense financial training of the Office Manager of the PCU has been made possible, due to the almost constant presence of the TACIS Project Manager, Mr Stuart Gunn, at the PCU, which enabled close supervision of her work. At the CRTC’s, the Centre Leaders are not present all the time and have preferred to retain financial responsibilities themselves, rather than delegating them. This has, however, been shown to be impractical, as occasionally rapid financial decisions need to be made and the support staff is unable to do so, if the Centre Leader is unavailable.  Thus, financial training of local staff and the delegation of financial responsibilities at the Centres will be an important aim of the next phase of the project.

Another skill that has been strengthened by on-the-job training is the use of office computer programmes, and in particular the use of the appropriate programmes at the appropriate time (e.g. using a database where appropriate, rather than a spreadsheet).  

Staff of the PCU have become skilled at preparing for and managing workshops.  The PCU has organised a number of workshops in Baku, not only for the TACIS project, but also for UNDP and World Bank.  The PCU’s Workshop Coordinator, Samir Aliev, is responsible for arranging the venues, supporting visa applications, booking accommodation, as well as ensuring the smooth logistical progress of the workshops.  He and other support staff, particularly Nigar Babayeva and Ayada Iskenderova, have gathered considerable experience and confidence in these matters, including dealing with a variety of people from different backgrounds and nationalities in a diplomatic, cooperative fashion. Ms Iskenderova was heavily involved in ensuring that the first full Steering Committee Meeting which was held in June 1999 ran smoothly.

In more general terms, by reading correspondence and listening to discussions, support staff gain an understanding of the CEP as a whole.

In terms of project management, the Project Manager of the PCU has worked closely with the Regional Coordination Officer, explaining in particular the operational methods of international agencies, the project cycle as applied by western agencies, and the need for clear project preparation. Centre Leaders have similarly worked closely with their Coordinators, but concentrating on the relevant technical issues, and in particular introducing European concepts, improving technical standards and moving away from pure research and towards management of the environment and developing appropriate strategies. Know-how transfer is achieved through sharing all information, and letting the counterpart see how problems are tackled.  The complicated TACIS processes have been explained to the counterparts to enable the running of the project in accordance with TACIS procedures.

Formal technical expert groups which provide peer group review of proposals have now been formed with the support of the Centre Leader for the CRTC Pollution Control, Mr Niels Thygessen.  There is a group in Russia, consisting of 15 experts, one in Azerbaijan, consisting of 12 experts and one in Kazachstan, consisting of five experts.  These groups meet on a regular basis. They consist of national experts, working on similar topics. Such meetings constitute another important component of training through exchange of experiences and review of research methods used elsewhere.

Capacity building is seen as an integral component of  project implementation, as well as ensuring its sustainability.  Credibility of the activities of the CEP as a whole and the technical CRTC’s needed to be established, in order to gain support from governments, private organisations and the bi- and multi-lateral donors. The capacities of Coordinators and other key personnel to understand and further the overall objectives of the programme and the appropriate approach and strategy of the CRTC’s have been developed through continual discussion between the Coordinators and the Centre Leaders and short-term consultants.  Numerous presentations by the Coordinators to other CRTCs, followed by extensive discussions have developed skills in presentation and negotiation techniques. This capacity building has concentrated on the capabilities of the Regional Coodination Officer and the Coordinators of the CRTC’s to exert regional responsibility.  Findings of the CRTC’s are made available on the CEP homepage for the sake of dissemination of the information to the wider public.

This form of capacity building through on the-job-training is maximised by very close contact with EU Experts and their national counterparts.  Further, if the Centre Leader identifies a particular lack in knowledge and cannot supply this knowledge in sufficient detail himself, he reports this need to the TACIS Project Manager and jointly a suitable additional EU expert is selected and taken under Contract. 

2.4. Maximisation of Use of Conferences and Workshops to Impart Knowledge

CEP staff have attended the following workshops and conferences for the purpose of exchange of knowledge and know-how transfer:

· CRTC Workshops:  The CRTC’s each held an initial workshop to discuss and agree upon their technical work programme and to establish environmental priority issues with the National Focal Points. In subsequent workshops European working methods have been introduced and discussed. At the end of November 1999 the Pollution Control CRTC in Baku held an open seminar to disseminate pollution control techniques in Azerbaijan.  Similar seminars are planned for the other countries surrounding the Caspian Sea. In  early December 1999, the Fisheries CRTC in Astrachan held an open seminar to present potential actions to improve and manage fish stocks. Speakers included experts of the Fisheries CRTC, as well as other invited international and national specialists.  This workshop aimed to disseminate practices of fisheries resource management.

· Oil Spill Contingency Conference, Almaty (Kazachstan), December 1998: This conference was co-funded by World Bank and TACIS and was attended by a host of participants, including scientists, government officials, international consultants and representatives of oil companies.  The national representatives of the CEP from Azerbaijan presented at this venue. The conference was a forum for the exchange of know-how on oil spill contingency and emergency planning and served to identify action priorities for the Caspian Region.  An important outcome of the conference was the decision by World Bank to establish national oil spill contingency plans, commencing with the Republic of Kazachstan.

· NATO CCMS Conference, Istanbul (Turkey), December 1998: The CCMS programme of NATO is investigating a number of potential pilot projects in the Caspian Sea for the purpose of increasing knowledge on its physical and environmental characteristics.  For this purpose it has held a series of conferences to which scientists, government representatives and other interested parties were invited.  The first NATO CCMS Conference was held in Istanbul. The Project Manager of the PCU and the Regional Coordination Officer were invited to it to represent the interests of the CEP and to impart their knowledge.

· NATO CCMS Conference, Baku (Azerbaijan), February 1999: This was the second conference in the series.  It was attended by the National Focal Points (NFPs) of the CEP, the PCU Regional Coordination Officer and several of the CRTC Team Leaders.  Three-day discussions and deliberations on methods of scientific work in the Caspian Sea were held.

· NATO CCMS Conference, Brussels (Belgium), April 1999: This was the third conference.  It was attended by the PCU’s Regional Coordination Officer to contribute his scientific knowledge on the Caspian Sea.

· NATO CCMS Conference, Erdemli (Turkey), June 1999: This was the fourth conference in the series of NATO Conferences. Again the PCU’s Regional Coordination Officer was invited to it to participate in discussions and exchange of knowledge on the scientific aspects of the Caspian Sea.

· Other Seminars and Workshops.  From 11th-13th October 1999 a working group was assembled in Baku to discuss existing ecotoxicological data and to develop first elements of a work programme.  This was followed by a two-day wet-lab exercise. This initiative was undertaken by a Japanese company, PADECO, and it forms part of an ecotoxicology project that it is carrying out with the help of a grant from the World Bank.  Selected scientists from the Caspian Region attended, as well as the NFP’s of the CEP.  From 30th November – 2 December 1999, a national workshop was held as part of an EBRD project on response to oil spills in Turkmenistan. The objective was to help develop a national oil spill preparedness and cooperation plan for Turkmenistan.  Participants included  representatives of the locally active oil companies, the International Maritime Organisation (IMO), Oil Spill Response Limited (OSRL) and the NFP’s of Turkmenistan and Kazachstan, representing the CEP.  Oil Spill and Emergency Response is a CEP theme that is being funded by UNDP. IMO will be giving ist support to UNDP in setting up and coordinating the work of the CRTC for Emergency Response in Iran.

· Workshops, seminars and conferences have proven to be the best forum for training local experts of the CEP, as well as government officials and NGO’s. They provide the opportunity for exposure to international environmental management practices, as well as exchange of pertinent information from one sector to another and amongst the various CRTC’s.  Whilst the workshops that were held at the beginning of the CEP served mainly to define and agree upon the respective work programmes of the CRTC’s, subsequent workshops have been focussed specifically on transferring international experiences on environmental management techniques. Using these interactive venues, training is seen to be most successful. These workshops have also provided excellent platforms for reinforcing the messages regarding the future sustainability of the institutions being developed. 

· During the remainder of Phase I of the CEP a number of workshops and open seminars were held which formed a good round-up  to the first part of the TACIS CEP.  They provided an opportunity to discuss the preliminary findings of Phase I and to introduce internationally used scientific working practices which should be adopted in the next phase of the project.

· Maximum training value from workshops, conferences and seminars to impart knowledge is obtained by ensuring that the agenda is focussed on the needs of the CEP, by trying to select the best suited scientific experts from the various countries (although the NFP’s sometimes make other nominations) and to ensure that the aims of the workshop are disseminated early enough for the participants to prepare their papers with a clear focus. 

2.5. Assessment of the Need for Formal Training

2.5.1 Budgetary Restrictions

Originally the TACIS project had no separate training budget, as it was foreseen that most of the training would occur on-the-job.  Local staff work side-by-side with international experts and thus gain know-how in a variety of technical areas, as well as database management and design, project management, accounting and administration.  The CRTC’s had been set up within existing national government institutions, bearing this aim specifically in mind.  As the project progressed, however, it became clear that some formal training would be needed and in March 1999 a Contract Addendum was requested from TACIS to define a small training budget of $10,000.  This Contract Addendum was granted in June 1999.

2.5.2 Formal Training Provided to Date

An initial training needs analysis for formal training was undertaken at the onset of the project.  This lead to a series of training activities in the following areas:
· language tuition;

· database programming and management;

· preparation of GIS Systems;

· library databases;

· remote sensing and mapping;

· use of basic software;

· website set-up and maintenance.

2.5.2.1 Language Tuition

The lack of common languages can be a large obstacle to rapid development of capacities within the CEP institutions.  At the onset of the project the urgent need for language training was identified, as the official languages of the CEP are both Russian and English. The following CEP staff have been receiving English language tuition at the British Council in Baku since the beginning of 1999:

· Bakhtiar Muradov, the PCU’s Regional Coordination Officer 

· Nigar Babayeva, the PCU’s Office Manager

· Latifa Guseynova, the Coordinator of the Pollution Control CRTC

· Aytan Farajeva, Secretary of the Pollution Control CRTC

· Seyran Aleskerov, Driver of the Pollution Control CRTC

From October 1999 on, all staff at the PCU and the Pollution CRTC have been attending classes. 

· The British TACIS Project Manager, Mr Stuart Gunn, has been receiving Russian tuition from a private tutor.

2.5.2.2 Database Programming and Management

The basic concept for the data management systems for the TACIS project has been developed.  A programmer and trainer at the CRTC for Data and Information Management (Mr Nadir Bayramov) has been trained by an EU expert from VKI (Mr Arne Hurup Nielsen).  Jointly they initiated training in database development at the Centres in Russia and Kazachstan.  The training was more than illustrating technical techniques for database design.  The training introduced national scientists, who currently do not use databases, to the advantages of their use, with the objective of freeing up access to data.

With the guidance of EU Experts, the CRTC in Ashgabad is currently developing the MS-Access database “Regional Planning Desertification Issues”. This will be continued and improved during Phase II of the TACIS programme.
2.5.2.3 Preparation of GIS Systems

A member of staff of the PCU (Mr Ziafat Kerimov) has received training in the set-up and use of GIS Systems by two experts from VKI (Mr Arne Hurup Nielsen and Mr Peer Bo Mortensen).  Mr Kerimov maintains and updates the PCU’s GIS System and passes on his knowledge to the other members of staff.

In March 1999, the CRTC Combating Desertification in Ashgabad developed the GIS for all desertification phenomena. It is a well developed GIS for desertification issues facing the Caspian Sea region, covering a landward distance of approximately 100 km from the coast. Formal training, as well as hands-on training was provided to two specialists from all the countries surrounding the Caspian Sea, including Iran. 

2.5.2.4 Library Databases

In February 1999, the Office Manager of the PCU received training in library cataloguing systems and the use of a UNEP standard library database which was to be used for the CEP.  The training was provided by the PCU of the Mediterranean Action Programme (MAP) in Athens, Greece during a five-day training session.  The training agenda covered the  following:

· collection, classification/cataloguing/management, documents indexing, worksheets

· CDS-ISIS bibliographic software, database design, compilation, management;

· practice on ISIS database design, record entry etc.

· Apart from receiving database training, the visit to Athens provided a good opportunity for Ms Babayeva to gain a brief insight into a similarly complex environmental programme, undertaken outside the Caspian Region.

The UNEP standard library database has now been installed at the PCU, after having been adapted to the requirements of the CEP.

2.5.2.5 Remote Sensing and Mapping 

The CRTC Combating Desertification in Turkmenistan has provided an extensive training programme in remote sensing and vegetation mapping and the use of GIS software to achieve a remote sensing-based inventory of desertification in the CIS Region. The aims were to (i) introduce a computer-based inventory of desertification and (ii) the creation of desertification maps (scale 1:1.000.000). Training was provided to nominated experts of all the CEP countries. The training programme was successful in strengthening know-how in remote sensing and mapping techniques, as well as achieving solid outputs for the programme at the same time.

The delegations of the countries were separately involved in this intensive training programme which was designed and supervised by an EU expert, Mr Trevor Beaumont.  Day-to-day training was provided by Mr Oleg Evdakov, a GIS expert from Usbekistan/Germany.  The CRTC Center Leader, Frank Schrader and his national counterpart, Amman Babaev, managed the process.

The training course consisted of theoretical sessions, as well as hands-on exercises. In addition field verification of aspects of desertification recorded in the mapping was undertaken through selective field visits.  The training course proved to be very successful and was received well by the participants. 

2.5.2.6 Use of Basic Software  

The Office Manager of the CRTC for Water Level Fluctuations has taken a course in the use of Word and Excel in Almaty.  

2.5.2.7 Website Set-Up and Maintenance

The initial layout of the CEP homepage was elaborated by the World Bank.  Initial set-up of the homepage was achieved in the PCU through an EU expert from VKI (Mr Arne Hurup Nielsen). Training was provided to a local expert, Mr Agil Aliyev, to enable the creation of new pages, how to link them to existing pages and how to upload and download html pages.  Mr Aliyev is based in Baku and is in charge of maintaining the CEP homepage, as well as keeping it up-to-date with information on conferences and workshops, new staff, recent findings and other developments. 
2.5.3 Further Training Needs

A more extensive training needs analysis to that of the beginning of the project was undertaken in June 1999.  This was seen to be necessary, as the technical work of the TACIS CRTC’s had now progressed and more specific individual training needs for staff at the various CRTC’s were beginning to emerge.  This more detailed training needs analysis was based on a questionnaire that was issued to all CRTC Leaders and which is attached as Appendix 1 to this Report.  

In brief, the main areas where further training is urgently required were identified as the  following:

· Language Training (English/Russian/Farsi);

· Computer Training (basic (Microsoft Office and Windows) and more advanced (database programming, GIS programming and Visual Basics programming);

· Accounting/Financial Management;

· Environmental Management Training

· Modern Approaches to Research (Fisheries Resources, Hydrology)
· Understanding of the Project Cycle and International Agencies Working Methods / Project Preparation / Project Costing
These training needs, as well as ways to satisfy them, are discussed in more detail in Section 3. 

2.6. Identification of External Programmes

The identification of external training programmes and placements, suitable for the CEP is a continuous initiative.  As the TACIS project has a limited budget for training, efforts are made to identify external funding sources, as well as suitable training programmes for CEP staff.  Some organisations that have been contacted are the following:

· Exxon and other oil companies;

· World Bank

· The Know-How Fund of the British Overseas Development Agency (ODA);

· British Council;

· Soros Foundation;

· The Mediterranean Action Programme (MAP)

· Widening of the Environmental Action Plan to the NIS and Mongolia (WEAP)

· COWI

· European Bank for Reconstruction and Development (EBRD)

· TACIS;

Exxon provides training in emergency and oil spill response in the Caspian Region.  This is relevant to all governments surrounding the Caspian Sea.  The PCU is in negotiation with Exxon regarding possible training for the CEP’s NFP’s and selected country experts. Contact with other oil companies with an interest in the region is also being held for the sake of exploring opportunities for cooperation.

At the workshop to support the development of a National Oil Spill Contingency Plan for Turkmenistan which was held in Ashgabad from 30th November – 2nd December 1999, discussions were held with Dragon Oil who have a large interest in the Cheleken Region of Turkmenistan.  Dragon Oil want to initiate environmental projects in Turkmenistan to increase public awareness, build up closer ties with government organisations and NGO’s and to monitor the effects of their oil production activities. They are looking for cooperation and co-financing from other organisations and programmes with an interest in the region, including the CEP.  These discussions are being intensified.

The World Bank has committed itself to the implementation of National Oil Spill Contingency Plans within the framework of the CEP.  Within this context it will conduct joint training and exercises between the countries, with the oil companies and with other national groups and NGOs. Details of this initiative are yet to be developed.  Further, the Bank will also provide training for project preparation.  Details of this training initiative are similarly not yet available.

Discussions were held with representatives of the Know-How Fund in Turkmenistan and Kazachstan in November 1999.  In both countries, the Know-How Fund supports projects addressing social, humanitarian and public health issues.  A list of proposals for possible co-funding by the Know-How Fund was prepared at the CRTC for Combating Desertification in Ashgabad in December 1999.  Two of these proposals that the Fund is interested in and which it may co-finance in 2000 are the following:

(i) a review of the living conditions in the areas affected by desertification, including living costs, employment opportunities and income rates and (ii) a preliminary review of those areas most in need of improved water supplies and investigation of approaches for improvement.

The British Council provides English language training in the Caspian Region.  To date no funded programmes have been identified.  CEP staff attend formal training courses at the Council at cost to the TACIS project (refer to Section 2.5.2). Further, the British Council organises International Seminars on a variety of themes, such as Waste Management, Community Involvement etc.  Advance Notices of two seminars which would be of interest to the objectives of the CEP have been received as follows:

· International Environmental Law

· Community-Based Environmental Action

· Human Rights and Information: Access to Information as a Human Right

The date and agenda to these seminars are yet to be confirmed. The PCU is in regular contact with the Council to further explore these and other opportunities.

The Soros Foundation mainly provides funding in the CIS for projects with a bias towards humanities / social science.  It also offers scholarships for a one year MSc course in environmental management and policy which is held in Budapest.  Details of the application process for these scholarships are being obtained to ascertain whether some of the CEP staff may be eligible. 

The Mediterranean Action Programme has provided library database training to the Office Manager of the CEP’s PCU (refer to Section 2.5.2).  Further opportunities for cooperation are being explored.

The PCU’s Investment Specialist, Mr Chingiz Mamedov, is in correspondence with the WEAP Project Coordinator, Mr Stephen Kirk, regarding the possibility of training CEP staff in modern project cycle and project preparation.  Under the WEAP project, two trainers of each of the CIS countries have received relevant training. These CIS trainers are now available to train CEP staff.  Within the State Committee of Ecology, medium-level officers have been target of training, now it is proposed that high-level members of the CEP, such as the Directors of the host institutions receive training as soon as possible and most likely by mid-January.  Training will take the form of a two-day intensive training course of a maximum of 15 participants.  Training the most senior members of the CEP in project preparation is a priority.  Subsequently other local experts of the CEP may be targeted. 

COWI is the Contractor for the TACIS Volga Basin Programme which will provide environmental management training to selected Russian trainers (refer to Section 2.2).  Preliminary discussions of the possibility of training CEP staff have been held and will be intensified.

· The EBRD is financing a variety of projects in the Caspian Region.  In Turkmenistan the preparation of the National Oil Spill Contingency Plan is being financed by the Bank and it coordinated the recent Oil Spill Preparedness Workshop that was held in Ashgabad from 30th November – 2 December 1999.  The EBRD will be assisting the establishment of a Working Committee in Turkmenistan, which will be lead by the Turkmen Ministry of Oil and Gas and which will include the Ministry of Environment, NGO’s and a Petroleum Industry Association which will also be established shortly.  The EBRD is hoping for the mobilisation of additional resources from the oil industry and other interested parties, such as the CEP, to contribute towards this initiative which will support the environmental management of oil and gas exploration and production activities in the Region.  Discussions are underway.

· TACIS is supporting an extensive Public Awareness Project in Georgia, involving NGO’s, businesses and government institutions.  Discussions with one of the former key members of the project, Ms Irene Lucius, concluded that training in public presentation and dealings with the press may be available to staff of the CEP.

The initiative of identifying avenues for cooperation with other programmes and funding opportunities is being continuously pursued.

2.7. Provision of Advice and Support to Centre Leaders to Maximise their Transfer of Knowledge

The CRTC Leaders are kept informed of any relevant workshops and courses that are available to their staff.  Wherever a training need is identified, suitable experts are sought to contribute towards the transfer of knowledge within the Centre. 

The PCU is the focal point for the CRTC Leaders for advice and support to maximise their transfer of knowledge to their local counterparts.
2.8. Conclusions

Initial discussions with other major environmental programmes have been fruitful for the sake of exchanging experiences and exploring opportunities for training CEP staff.  These discussions will be intensified by the PCU over the next months.  

An International Waters Seminar was held in Moscow on 15th -16th November 1999. Representatives of several of the major environmental programmes attended it to present their experiences. It served as an excellent forum to explore possibilities for know-how transfer and training opportunities for CEP staff in a variety of areas and initiated first contacts between key personnel of the programmes and the CEP country representatives.  Some of the ideas for know-how transfer, such as the visit of some of CEP’s local experts to other regional environmental programmes, will be elaborated over the next months.

Most of the training that has occurred during Phase I of the project has occurred on-the-job, by international and local experts working side-by-side with each other.  This form of training has proven to be very effective and will be continued.  Financial responsibilities will need to be delegated more to local staff, mirrored on the way it has been done in the PCU, where the Office Manager has acquired substantial accounting and book-keeping skills by working closely with the Team Leader.  This will be an aim for the next phase of the project.

The use of workshops to impart knowledge and to introduce international working methods has been very successful and will be continued.  A series of workshops have been held towards the end of 1999 as a round-up to the first phase of the project.  The purpose of these workshops was to discuss the preliminary findings of Phase I and to present internationally adopted scientific working methods which should gradually be introduced in the Caspian Region.  Apart from local experts, government official and environmental authorities, also universities and NGO’s will be more intensively targeted through relevant workshops in the next phase of the project.  Each CRTC is planning to hold at least two topical workshops in Phase II of the project.

Some formal training has been provided and will be supplemented in the next phase of the project.  The training needs that have been identified are summarised in Section 3.

Discussions with private organisations and donors have been held and will be continued to seek funding possibilities for training of CEP staff, as well as external training opportunities.

The PCU will remain the main focus for the CRTC’s for the provision of support and advice to maximise the transfer of knowledge.

3. Future Training Needs

3.1. Introduction

Future training needs that need to be satisfied, based on the results of the Training Needs Analysis, lie in the following areas:

· Language Training (English/Russian/Farsi);

· Computer Training (basic (Microsoft Office and Windows) and more advanced (database programming, GIS programming and Visual Basics programming);

· Accounting/Financial Management;

· Environmental Management Training

· Modern Approaches to Research (Fisheries Resources Management and Hydrology)
· Understanding of the Project Cycle and International Agencies Working Methods / Project Preparation / Project Costing
3.2. Language Training

The official languages of the CEP are English and Russian.  Some staff of the CEP have no knowledge of the English language at all, whilst others require training to improve their knowledge.  As communication between the EU Experts and the local staff is essential in undertaking the work programme of the CEP, these language skills need to be built upon. 

From October 1999 on all staff members of the PCU and the Pollution Control CRTC have been attending English language courses at the British Council in Baku. Although he has been attending courses at the British Council for approximately a year now, more intensive exposure to the English language and customs is seen to be desirable for the PCU’s Regional Coordination Officer, Mr Bakhtiar Muradov. Appropriate courses are being identified for him.  One possibility may be the provision of a course by the Civil Service College in Henley, UK.  It seems that this College runs (or certainly used to run) short courses for 3rd country administrators from the command and control economies, such as the former Soviet Union. This avenue is being explored.

At the Combating Desertification CRTC in Ashgabad, arrangements have been made for the provision of English language training for key staff. Unfortunately there is no British Council in Ashgabad and no regular English language courses are held using native English language teachers. Therefore negotiations have been undertaken with the American Council for Collaboration in Education and Language Study (ACCELS) who are will be providing English tuition to the Centre by a combination of US Peace Corps Volunteers, i.e. native English speakers,  and local trainers.  The teachers will come to the CRTC premises once or twice a week and train the staff in oral and written skills.  Arrangements are being finalised so that training can commence in January.

At the CRTC for Water Level Fluctuations in Almaty, Kazachstan, initially the Technical Coordinator of the CRTC, Ms Tatyana Gorkunova, one of the local experts, Natalya Ivkina, and the CRTC’s driver, Mr Evgeniy Zatyilkin, will receive English language training at the British Council in Almaty.  Arrangements are being finalised, so that they can commence their courses in January.

The Team Leader  of the PCU, the Centre Leader of the Fisheries CRTC and the Centre Leader of the Combating Desertification CRTC all have some knowledge of the Russian language. The Centre Leaders of the Pollution Control and the Water Level Fluctuations CRTCs, however, have no knowledge of the Russian language at all. 

The PCU’s Team Leader wants to continue to receive private Russian tuition.  The language ability of the Centre Leaders of the Fisheries and Combating Desertification CRTC’s is sufficient for the purposes of the CEP, whilst it would be desirable that both the Centre Leaders of the Pollution Control CRTC and the Water Level Fluctuations CRTCs receive Russian language tuition to facilitate communication with the office staff, as well as with the national experts.

It would be useful for at least one member of staff of the PCU to learn Farsi, as communication with Iranian delegations is necessary. The Translator of the PCU, Mr Aydin Mamedov has a basic knowledge of Arabic which would provide some basis for commencing Farsi language tuition.

Contact has been made with the Coordinator of the CRTC’s in Iran, Ms Parvin Farschi, to establish Farsi training opportunities for the Translator of the PCU.  Whilst Linguaphone and CD ROM courses are most likely available on the market, exposure to a Farsi speaking environment is seen to be the most effective way in starting to learn the language. Thus, investigations are being made as to the possibility of a placement for Mr Mamedov in Iran, in addition to purchasing appropriate training materials.  His placement in one of the CEP CRTC’s that UNDP are funding may be possible. 

3.3.  
Computer Training

· The need for both basic computer training, as well as more advanced training has been identified.  Basic computer training is required in the use of word-processing and spreadsheet software.  More advanced training is required in database programming, GIS programming and Visual Basics programming.  Further, the Technical Coordinator of the CRTC Water Level Fluctuations in Almaty, Tatyana Gorkunova, has expressed the need for training in web-site set-up and maintenance for staff of the CRTC’s host organisation, KAZNIIMOSK.  Training in website set-up and maintenance could most likely be provided by Mr Arne Hurup Nielsen of VKI who trained the PCU’s member of staff responsible for keeping the CEP website up-to-date, Mr Agil Aliyev. 

· Basic computer training for staff of the PCU and the Pollution Control CRTC is available at the Western University in Baku.  Basic courses for computer training are also available in Almaty. The Office Manager of the Water Level Fluctuations CRTC has attended one of them to improve her skills in the use of Word and Excel spreadsheets. Similarly there are local training opportunities in Astrachan and Ashgabad. 

More advanced computer training courses are more difficult to find.  It is thought that for GIS and database training, at least in Baku, on-the-job training could be provided by the PCU’s GIS and Database experts, Mr Ziafat Kerimov and Mr Nadir Bayramov.  For staff of the Pollution Control CRTC and the PCU, exercises could be set and Mr Kerimov and Mr Bayramov could set aside time to check the results.  For the other Centres, training would need to be prepared in advance and undertaken in a more formal manner.  Options are being sought for the next phase of the project.

The Centre Leader of the CRTC Combating Desertification has identified the need for training to further improve the GIS using remote sensing materials for key areas (Russian RESURS images with a larger ground resolution) in Phase II of the TACIS programme.  This is required to gather the necessary more detailed information on desertification changes and the associated risks. Further training is also required in MS-Access databases. 

Unfortunately the Turkmen local expert that had been involved in GIS work at the CRTC, Mr Valeri Nikolaev, is unavailable to provide a steady input to the work of the Centre and will now not be available at all for the next few months, as he will be abroad. A young person with a high degree of PC knowledge, including GIS and Database skills, as well as the geographical understanding of desertification phenomena in Ashgabad is currently being sought by the CRTC Leader.  The current train of thought is that Mr Oleg Evdakov who provided training to Mr Nikolaev (see Section 2.5.2), may be contracted again in Phase II of the programme to provide basic GIS training to a suitable Turkmen candidate.

For Visual Basics programming, the appropriate Manuals could be purchased and exercises could be worked on within the PCU and the Centres with supervision by the Team Leader and the respective Centre Leaders.  

· Computer training will be undertaken in Phase II. The training budget of Phase I of the project will be entirely used for English training, as well as training in Project Preparation (see Section 3.7), as this is seen to be the priority.  Individual staff of the CEP will be nominated for computer training in the next phase.  Generally, the aim will be to ensure that all staff are able to use simple word-processing and spreadsheet software, whilst those staff involved in the detailed technical work are trained in more sophisticated computing, such as GIS and database programming.

3.4. Accounting / Financial Management

The Office Managers have acquired some skills for accounting and book-keeping on-the-job.  As mentioned in Section 2.3, particularly the Office Manager of the PCU is now able to carry responsibility for maintaining the accounts and for financial reporting. These skills could be further improved through formal training in accounting, book-keeping and financial management, however for the purposes of her role in the PCU her level of knowledge is considered adequate.

The need for training in accounting and financial management has been identified in the other Centres. Here the responsibility for maintaining the accounts has to a large extent been retained by the Centre Leaders.  Due to the fact that they are not always in the Region, they have not been able to train their Office Managers on-the-job under steady supervision, such as has been possible at the PCU. 

This creates a problem for the smooth running of the project, as consequently purchases and other financial transactions can only be made when the Centre Leader is available. Similarly, the accounts cannot be managed and updated and made available to the PCU in a timely fashion. Consequently the need to train the CRTC Office Managers in accounting, book-keeping and financial management has been identified and will be tackled in Phase II of the project.

The best way to train the Office Managers in the skills required for managing the accounts and book-keeping would be on-the-job. As, however, the Centre Leaders have little time to devote themselves fully to this task, it is currently thought that on-the-job training could be supplemented by visits of Nigar Babayeva, the PCU’s Office Manager, to the various CRTC’s to explain the basis of CEP accounting. She recently visited the Office Manager in Almaty for this purpose and her visit was seen to be fruitful.

More formal training in general accounting and book-keeping are available in most of the larger cities in the Region, for example in Baku accounting and book-keeping courses are offered by the Western University. However, as the TACIS accounting processes are very specific, it is doubtful whether a general course would provide much benefit.  This will be investigated in Phase II of the project. 

On a more complex level, financial management training is needed to support local capabilities in project management.  This form of training which would be targeted at the Centre Coordinators and NFP’s could be provided by the Team Leader or the CRTC Centre Leaders, but is likely to be difficult, due to their lack of time to fully devote themselves to this task. To some extent the skills of the Centre Coordinators in financial project management has been strengthening by working side-by-side with the EU Experts, but their knowledge needs to be deepened. 

Two approaches are currently being investigated.  Firstly placements of selected senior staff in courses / organisations abroad are being considered and secondly financial management training is likely to form part of the training in modern project cycle and project preparation that is being organised with WEAP (see Section 3.7). This training is likely to be arranged for mid-January.
3.5.    Environmental Management Training

There is a need for training in environmental management for the CIS experts involved in the CEP.  Whilst the former Soviet Union has proven to produce a number of very good scientists, they are very specialised and do not have the wider focus on management of the environment. 

One possibility for receiving training in environmental management would be to organise a study tour to another similarly large environmental programme, such as the Mediterranean Action Plan in Athens.  This would also serve the purpose of exposure to working methods outside the Caspian region.  Alternatively, placements of selected CEP staff in other environmental programmes may be possible.  These possibilities are being investigated by the Team Leader of the CEP. 

The Soros Foundation provides scholarships for a one-year MSc course in Environmental Management and Policy, held in Budapest.  This course enjoys an excellent reputation. Details of the prerequisites for obtaining such a scholarship are currently being sought, to establish whether some of the CEP experts may be eligible for it.

In November 1999, discussions were held with Ms Sonia Heaven, the co-Head of the Chair of Environmental Technology at the Kazach State Academy of Architecture and Construction, regarding opportunities for training in environmental management for CEP staff.  She recommended Atirau university and the Atirau Oil and Gas Institute, with whom she is currently trying to establish joint environmental management courses.  Discussions will be held with both these institutions.  The Department of Environmental Technology has also just commenced a project aimed at developing a distant learning programme in environmental management.  However, this project has only just started and modules for this programme will be developed over the next two years

Contact has also been made with the Project Coordinator of the TACIS Volga Basin Project, where formal environmental management training will be provided to selected Russian trainers. The PCU will shortly receive a description of the planned course modules and will pursue discussions about  the possibility of receiving environmental training through this project.

3.6. Modern Approaches to Research

The Centre Leaders of the Water Levels Fluctuation CRTC and the Fisheries CRTC have recommended that their local experts receive training in modern approaches to research in hydrology and fisheries resource management respectively. Whilst the cooperation between international and local experts is working well, an obstacle to the progress of the technical work programmes seems to be differences in the underlying scientific mentalities as to how research should be structured and conducted.

Exposure of the CIS experts to modern approaches to research is already achieved by the collaboration with EU experts in fulfilling the work programme of the CEP.  Three experts of the renown Wallingford Institute of Hydraulics have for example been appointed for the Water Level Fluctuations CRTC and are working side-by-side with hydrologists from the CIS.  Further exposure is achieved through workshops and seminars.  Nevertheless this exposure could be intensified and it is being investigated whether placements of CIS experts in European research institutions and universities can be achieved.

Modern approaches to the assessment of social and economic impacts will be required in Phase II of the TACIS programme, where the CRTC Combating Desertification in Ashgabad is planning to design investigations and assessments of social and economical impacts of desertification on the rural population. The Centre will require training support in this area and suitable EU and CIS specialists are currently being identified. 

3.7. Understanding of the Project Cycle and International Agencies Working Methods / Project Preparation / Project Costing
The Project Manager of the PCU has worked closely with the Regional Coordination Officer, explaining the operational methods of international agencies, the project cycle as applied by western agencies, and the need for clear project preparation. Centre Leaders have similarly worked closely with their Coordinators, but concentrating on the relevant technical issues. In terms of project costing, the PCU has now obtained the latest version of the World Bank’s costing database, COSTAB, which will serve as a good basis for explaining the background to costing of projects to the national counterparts. The PCU has recently also contracted a local Investment Specialist, Mr Chingiz Mamedov, to support the local counterparts in the application of COSTAB and the provision of advice in project costing issues.  

It is essential for key staff of the CEP to receive training in these matters as a major output of the CEP will be the development of an Urgent Investment Portfolio (UIP) on priority investment projects in the Caspian Region. This task goes hand-in-hand with the World Bank/GEF’s Priority Investment Portfolio Project (PIPP) which essentially focuses on the financial implementation of the projects defined within the TACIS UIP.

Mr Chingiz Mamedov is in negotiation with the WEAP Project regarding the training of key staff of the CEP in project definition, modern project cycle, project identification / logical framework approach, project costing and procedures for loan applications.  The recipients of the training will take the lead in the identification of priority projects for their countries. Under the WEAP project, two trainers of each of the CIS countries have received relevant training. These CIS trainers are now available to train CEP staff.  Within the State Committee of Ecology, the host-organisation for the PCU in Baku, medium-level officers have already received training, now it is proposed that high-level members of the CEP, such as the Directors of the host institutions, as well as senior representatives of the  participating countries, receive training as soon as possible and most likely by mid-January.  Training will take the form of a two-day intensive training course of a maximum of 15 participants.  Training the most senior members of the CEP in project preparation is a priority.  Subsequently other local experts of the CEP may be targeted. 

WEAP has now published both the English and Russian versions of its Environmental Project Preparation Manual and Project Cycle Booklet that have been developed under the Project and the documents have been made available to the PCU. 

Training Programme for the CEP

3.8. Introduction

A very tentative training programme for the TACIS project for the first 6 months of 2000 is presented in Appendix 2.  At this stage it contains only those training modules for which funding is available from the remaining Phase I budget, namely English language training and Project Preparation Training.

Unfortunately there will be a bridging period between Phases I and II of the TACIS CEP.  The earliest date for the issue of the Contract for Phase II is likely to be May 2000.  This means that at this stage forward planning is difficult and any other financial commitments for training cannot be made. 

However, the training needs that have been identified and discussed in this Report will be targeted as soon as possible.  The training programme will be updated, as soon as Phase II commences or if other funding opportunities emerge in the interim. 

3.9. UNDP/GEF Project

It is most likely that the training needs for the UNDP/GEF Project will be very similar to those that have been identified during the TACIS project. Co-training of the staff of both projects would be desirable, as it would fit to the philosophy of a joint programme, would make economic sense and would help mould common regional objectives amongst local experts. The UNDP/GEF Project has, however, only just commenced its technical activities in the Region and training needs have yet to be defined.  Joint training opportunities will be investigated, as the UNDP/GEF project progresses.

Public Awareness and Education

It is an aim of the CEP to increase public-awareness and involvement in the environmental decision-making process.

The TACIS project has no separate budget for public awareness and educational activities, but within its limited means, it has undertaken the following initiatives to date:

· Preparation and dissemination of a concise information leaflet on the CEP in English and Russian; this leaflet gives an outline of the environmental problems facing the Caspian Sea, as well as an introduction to the CEP.

· Organisation of Children Art Competitions “Save Our Caspian” in Russia and Azerbaijan.  The Competitions which were held in the Programme Coordination Unit (PCU) attracted considerable media attention.  The best entries are displayed at the PCU.

· Organisation of a Photo Competition in Astrakhan, Russia.  Some 200 photographs and a number of slides are now available for future use by the CEP.  The event was well publicised in the local media and greatly contributed to the knowledge of the population about TACIS and the CEP.

· Presentation of a publicly advertised permanent exhibition of a large collection of local art within the PCU; these works are for sale for persons involved in the CEP, as well as the general public.

· Development of film and video proposals in Turkmenistan and Azerbaijan; the PCU recently issued two contracts for the preparation of a video on the catchment area of the Kura River.  This river contributes to the pollution of the Caspian Sea.

· Frequent media contact (press, television and radio) by all CRTC’s.

· Set-up and continual update of a Web Page for the CEP.  This is done by a Local Expert, Agil Aliev, who has been trained by EU Experts.

· Identification of NGO’s in all CEP countries and establishment of contact with them.

· Invitation of NGO´s to informal and formal meetings.

· Regular contact and provision of information to NGO´s, environmental organisations and other interested parties;

· Participation of the CEP project team at several conferences (NATO, ISAR) to disseminate the objectives of the project and to ensure that its interests are represented.

The public awareness programme of the CEP will be further evolved and formalised, once the UNDP becomes more active.  UNDP is responsible for public awareness initiatives and   it has committed itself to the specific appointment of a Public Awareness Consultant.

To mark the arrival of UNDP’s Interim Programme Coordinator at the PCU, an official opening ceremony was held at the PCU offices at the beginning of September.  This event was broadcast by national and regional television and was publicised by the press.  This served to increase public awareness of the programme as a joint effort between TACIS and UNDP/GEF.

Appendix 1
Training Needs Questionnaire

To enable an assessment of the further training needs of CEP staff and Local Experts, please provide answers to the following questions.  

7. What type of skills are strengthened on a day-to-day basis?

8. What skills need to be strengthened further?

9. Has language training been provided?  In what form?

10. Has computer training been provided? In what form?

11. Is formal training provided? In what areas?

12. How is know-how transfer between international and local experts achieved?

13. In which areas is further training required to achieve the objectives of your CRTC/PCU?

14. Are you aware of any relevant training programmes or funding possibilities?

15. Have staff and local experts expressed specific training needs?

16. (Please provide as much detail as possible, as well as suggestions for improvement.)

Appendix 2 
Training Programme (Status December 1999)

(Please Insert Training_Programme.xls)
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