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FXECUTIVE SUMMARY

SACEP was among the first major imiatives for regional cooperation in cnvironment
10 the world. This initiative by the govemments of the South Asian countries in 1981
has had mixed results. SACEP has successfully taken up programmes in fields like
transhoundary air pollution, South Asian Scas, environmental education, law and
traiming, [t has built bridges with some donors and intemattonal organizations like
UNEP, NORAD, and Sida. A database has been built up, but it needs to be more
interactive with the wide range of users.

SACEP needs to assist the member countries to develop common positions on MEAs,
and to take on new projects and programmes in energy and water efficiency, and other
areas dentified as of high priority for the region.

There are weaknesses arising mainly from organization and financial factors. Staffing
of SACEP has been very poor. Changes in personncl functioning as Director General
following the principle of rotation have been done mechanically, engendering
discontinwity in management. The techmical capacity for development of programmes
and seeing them through is very weak. On the programme front, prioritics have heen
frequently shiited. Attention o specific problems of South Asia especially the
linkages between poverty eradication and environmental improvement is not
adequatc. The financial contnbutions by the member countries have not been
sausfactory. Even pledged contributions have not always been patd in time.
Morcover, SACEP has failed to recover service charges on programmes taken up.

The cumulative ctfect of the orgamzational, technical and financial weaknesses has
manifested in diminishing support from donors. A Review Report from NORAD
undertaken m 1998 has brought out this very clearly.

Much needs to be done to improve the image of SACLEPR through its publications,
nteraction with media, promotion of communication like a web page, and proper
information gathering and dissemination.

Some amount of synergy with industry, NGOs, academia, media and civil society is
beginning to be built up. It has (o strengthen its linkages with its focal points in the
member countrics, SACEP also has the advantage of working closcly with some
organizations in the region, ke ColomboPian, ICIMOD, IUCN, etlc. SACEP should
also build closcr and collaborative linkages with other regional agencies in Asia
Pacihic region such as ASoEN and SPREP, and, in particular, with SAARC.

{hapter 7 contains recommendations in detail for improving the functioning of
SACEP. It includes suggestions for a betler systemt of recruitment of the Director
General of SACEP, strengthening of technical capabilitics of SACEF and also
suggestions for building up of a corpus fund. Organisational measures to be taken for
improvement include suggestions for an Advisory Committee fo the Governing
Council,

1tis cxpeeted that with increasing inlerest from the member countries, the greater
cfticiency of the Secretarial, enhanced technical capabilitics, more support of donors,
and help of the people of the region, perlormance of SACEP can improve
dramatically.
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CHAPTER 1 - INTRODUCTORY

A year before the Sipckhoim Conference on Human Envionment, in February 1981, a pioneer
step orward for regional cooperation in envionment was taken with an intergovesnmental
declaration of South Asian govemments for the Jounding of the South Asla Cooperalive
Emnvironment Programme: (SACEF). The seeds for this were sown at an intergovemmental
expert meeting held in Bangdore, India in March 1380 on the iniiative of then Regional
Direcior of UNEP-Regiond office for Asia Pacific. At that meeling nole was taken of the
delenorating envionmental condiions in South Asia and the need for a3 subregonal
organization of member counlries enjoying equal status and prmarity devoted to the prolection
and management of the envionment. The countries involved were Afghanistan, Bangiadesh,
Bhutan, India, Iran, Makiives, Nepal, Pakistan and S Lanka. The Articles of Assocation for
SACEP {inciuding the following) weare also approved in 1581.

"Appreciating the fimm support and encouragement extended by the Execulive
Diractor of UNEP in this regard,

Declares:

1. Iis decision to establish a co-oparative programme to be known as the South
Asia Co-operative Environment Frogamme;

2. Its endarsement of the agreed institutional arangements, the over-all
programme conlent, and technical co-operation and the financing
arrangements;

3. Iis resolve to sustain, strengthen, and utilise to the fullest, for the benefit of
the pecples of their countries, the agreed programme and the amangaments
for its implementation;

4, Its intention to foster the programme as essential for the promaotion of human
welfare, development and amekoration of poverty in the region.

5. Its commibment to work out a harmonicus balance between the process of
development and resources of nature;

6. Its conviction that thes programme and the co-operalive amangements
thereto, could provide a valuabla basis for mutual cooperation, in the fields of
social and economic development °

SACEP was a bold, visionary mitiative ink> new termitory. R was the first major institulion for
regional cooparation in South Asia and among the first anywhere in the world in the field of
environment. Thus, SACEP was a fore minner, a model lor other regions and seckrs.
Moreover, the linking of environmental conservation and development in the SACEP objective
aniicipated the concept of sustainable development embodiad in Agenda 21 of UNCED, 1992
and over the years, in numerous stalements and resolsflons, and a growing arvay of
envionmenta treates and conventions.

The govemment of Sri Lanka emerged as the host country. SACEP was given the status of
a Diplomatic Mission. Financial contributions were made on a voluntary basis from 1982
onwards. Sri Lanka, as the host couniry pakl a sum of SLRs 830,000 per yaar as host



facilities. The SACEP secretaniat began with the Director (later Director General) with just 5
secretariat and ministerial staff. The group of South Asian Minsters in charge of
environment constituted the Governing Council, and that of the High Commissions /
Ambassadars in Colombo the Consultative Committee,

14 In 1984, fourteen areas of acliviies to be undertaken by SACEP were approved at the
Ministerial meeting. These were t be performed by selected focal points in member counties
also taking responsibility for developing projects and programmes in these areas. But the
consultative committee pruned the number of areas to five, viz. renewable resources.
environmental legislation, social forestry, energy and environment, and environmental
education and training. Subsequently there was an approval to mount a mission (o assess the
current needs in these areas. But apparently nothing came of it as again in 1285, the 2nd
Governing Council, without any reference to such a mission, approved the subject areas for
SACEF as follows:

) ElAand Cost/Benefit Analysis: Emdronment and Development (Focal Paint-SA Lanka)
i) Environement Quality Standard (Focal Point - Iran)
i} Technokgy for Development and Renewable Resources
{Facal Point — ESCAP's Centre for Technology Transfer)
iv]  Environmental Legislation {Focat Point —india)
v} Consenvation of Mountain Eco-systems and Watersheds {Focal Point- Pakistan)
vi)  Social Forestry (Focal Peint —Afghanistan with the assistance of India)
vty Regional Co-opertion in Wildlife Genelic Resources Conservation
(Focal Pgint — fran}
vill] - Conservation of Corals, Mangroves, Deltas, Coastal Areas and Island Ecosystems
{Focal Point — Bangladesh and Maldives)
i} Tourism and Environment {Focal Point - Nepal)
%) Desertification {Focal Point— UNEP)
xi)  Reglonal Seas Programme (Focal Paint - Iran in Co-operation with Pakistan and india)
xif)  Envirgnmental Education and Training (Focal Paint - India}
xiiy  Training in Wildife Management {Focal Paint —india)

15 Without a review of the work of focal points, SACEP formulated its strateqy and programme
into SSPI (1992-1996) and S5PN [1996-2000), apparently motivated by the availability of
NORAD assistance. Under SSPI, NORAD funded in two programmes which fiqured in revised
prionty areas in environmental education and training and assessment of formal bindiversity,
and under SSPI the following were covered:

Training for management of protected areas and coral island ecosystem
Strengthening of framework legislation for environmental management
Cooperation in environmental training

Azsessment of faunal biodiversity - follow up

Assessment of floral biodiversity

Infermation management in Maldives

Environmental management seminar for South Asia

SACEPR web page
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16 Ofthe above 6,7, and 8 did not figure explicitly in the subject areas. NORAD mounted a review
mission which reporied in August 1998, In 1998, the Govemning Coundll restricted the focal
areas to 13 as follows, and prepared SSPIll accondingly:

i Conservabion of Bio-diversity {Focal Point —india)
il.  Sustainable Tourism Development (Focal Point - Maldives)
i, Management of Coral Istands (Focal Point -Maldives)
iv. Management of Fresh Water Resources {(Focal Point -Bangladesh)
v.  Emvironmental Legisiation (Focal Pont — India)
vi. Participatory Foresiry Management {Focal Point — Nepal)
vil. Sustainable Agriculiure and Land Use {Focal Point — Sri Lanka)
viil, Sustainable Human Setiiament Development (Focal Point — Sri Lanka)
b Wasto Management (Focal Point —India)
. X Science and kechnology for Sustainable Development (Focal Point — Pakistan)
¥, Education and Training (Focal Point- India)
xii. Energy and Environment {Focal Point — India}
xiii.  Air Pollufion {Focal Point -Pakistan}

1.7 In March 1985, the South Asian Seas Action Plan prepared by SACEP in 1983 and pursued
for some years was approved. The programme is supporied by member coundry contribitions
to & trust fund with some support from IMO and expecied support of GEF, ADB etc. Another
significant development in 1998 was the Malé Declaration on PrevenSion and Conirol of
Transboundary Air Pollubion which was the first regional cooperative initiative of its kind.
SACEP has also been associated with SoE reporting for all member countries. The initiatives
for holding environmental law seminars, publiishing books on envionmental awareness, and
fraining cowses on air polluion management took place in the pesiod 1996-2000.

18 SACEP also houses the SENRIC (South Asia Environment and Natural Resources informetion
‘Centre) project funded by UNEP under which capacity buiding in areas ke GIS and SoE
repoeting has been taken up. Through the SENRIC project, SACEP has also been associated
with SEAMCAP, a regional capacity buiding programme for Sirengthening tha Environmental
Assessment and Moniloring supporied through UNEP and NORAD. The HNational (
Bangladesh, Bhutan, india, Maldives, Nepal, Pakistan, and Si Lanka) and a South Asia
Regional Stat of the Envionment Raports were produced through this project. Through the
SENRIC project, SACEP, with UNEP and SE), ook another major iniiative, reflacted in the
nkergovemmental declaration of Malé on transboundary air polufion. This inifialive is being
followed up with assistance from SIDA,

19  To menage these activilies so far SACEP has added & addiional stalf over the years of which

the programme officer {now DDP) and administraive assistant {now DDA) and GIS Analyst
(now Project coordinatos) are functionai, all others being administrative support additions.

Background for Review Panel

1.10  The Goveming Council of SACEP in iis eighth meeding felt the need for evaluaton of the
past performance of SACEP over 2 decades, and for identification of bottlenecks in its
3



funding, passible fulure wark programmes and implementation mechanisms to achieve its
objectives. It sought assistance of UNEP for this evaluation. Based on the suggestions of
LINEP which were discussad in the meetings of the Goveming Council in Movember 2001
and Febntary 2002, the present raview panel was constituted. The composition was

R. Rajamani (Chair} Former Secretary, Ministry of Environment and
Forest, Government of India

Or. Aliq Rahman {member) Executive Director Bangladesh Centre for
Advancad Studies BCAS, Bangladesh

Or. D. Nesiah {member) Ex - Secretary, Ministry of Transport, Enviranment
and Wormen's Affairs, Sri Lanka

111 The review panel was asked to keep in mind the four objectives sarlier siated and suggest a
strategy lo strengthen the Programme. The scope was defined as follows in the Tems of
Reference:

a.  Study the Mission Statement to address the regional aspects in terms of socral,
economic and environmental aspects o be in ling with word's focus fowards
Sustainable Development and suggest an the mission to focus on the regional
needs,

b.  Address the "ownership” from the member countres and suggest to strengthen
the Secretarial in ling with the responses from the member countries;

¢ Study the background and the 2-fecade process since the inception of SACEP
and address lhe inter-agency relationships, especialy the SAARC-SACER
linkages;

d. Suggest on the re-structuring / strengthening of the Secretartat's Organization;

e. Study the exisling financial status of the Secretanat and suggest on measures
to build on the core viz,, projectimtemal funding;

f Review the Strategy Programmes of SACEP and the status, strengths,
weaknesses and recommendations in the implementation strategies;

9. Highlight the inslitutional position within the region and to suggest the linkages
and mechanisms to strengthen the interaction and panicipation to implement
the regional issues;

h.  Suggest on the possible ‘Support Group” for the Secretariat who could initially
guide and support the Secretanat to implerment the Secretanat's missicn as well
#3 to negotiate with the member countries for their enhanced suppor:

Address and strengthen the rele of SACEP to interact with the other reqionai
programmes within Asia Pacific and cther regions:



j.  Stengthen the Secretardat towards supporting the implementation of
Infemational Conventions and MEA'S within the region;

k. Study the potental of SACEP as ‘sibrehouse of information’ for use by he
member Govemments and olher inleresied omanisations *

Progress of the Pane!
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1.4

The panel met in Colombo ont 188 June &3 devise its work processes and schedules. It also
met reprosentatives of Government of Sri Lanka, members of the Consultalive Cormmitiee,
donors and sister organizations in Colomba. K aso inkeracted with the Divecior General and
stalf of SACEP secrefariat.

The mambers of the review panel tbok nole of the short tima given for the finalization of their
repoit and decided o shane the work of visils o member counries. The team leader R
Rajamani and Dr. Nesiah visied Dolhi and Kathmandu 1o meet the relevant Minisiry officials
of he Gavemment of India in Dedhi, the: Minkster for Population and Environment HMG Nepsal
and his Advisor, and Secretary General SAARC and his depufies in Kathmandi. Dr. Nesiah
also met the Minister of Environment Maldives and relevant officials on 14 July. Inferaction
wih Mr. Swendra Shrestha, Direclor UNEP-RRGAP fook place in Kathmandu on 18 July.
Dr. Rahman held tele-conferencing with Hon. Dasho Nado Rinchehen and ofher ofiicials in
Bhutan, since the visis b Bhulan were dificult becausae of the weather and planned
schadule. In Pakistan, he met the Minister of Environment and others concamed.

The objective of these meelings was I0 sound the views of thase concemed on the various
is5ues pertinent to the review, on their perapions of SACEP, its pedormance o dale, is
polenkal, and various aspect of the work and programme of SACEP. The paned ok all this
inko consideration in the preparalion of this Report.



CHAPTER 2 - SACEP THEN & NOW

21 Inchapter 1 the vision of the promatars of SACEP, viz. the member countrias of South Asiz,
was brought out in the principles declared by them in the Aticles of Association. Two basic
commitments were:

a.  Towork outa harmanized balance between the processes of develapment
and resources of nature and

k. Fostenng programme for human welfare, development and ametioration of
pavery in the regian,

2.2 The readiness of the countnes to cooperste and extend mutual assistance to each other in
mattars of environmental concemn was to be built upon threugh application of the resources of
the couniries, the work of the Focal Paints, support of UNEP and donors and intemational
financing agendes and others.

23 How much has happened to translate this vision in over two decades is skelched in greater
detail in the next two chaptars which also look at the constraints and bottlenecks. Bul it is fair
to record the aoverwhelming impression that SACEP has so far delivered results below its
potential. In chapter | the frequent shift in priorities and programmes and the finking up of
much fewer programmes than intended have been mentioned. It is also noliceable that
SACEP has not been ahle to enthuse the focal points to do better and pmmete projects for
which SACEP could have assisted even at the margin. It has not forged many linkages with
other regional organisations.

24 SACEP was lhe earliest among the regional environmental programme organizations in the
world, The backing by the South Asian Govemments, especially in the run up to the Earth
Summit in 1992 after the Stockholm Conference in 1982 has not been inadequate. Yet it has
fanguished organzationally and in programmatic content behind somewhat similar regional
organizations promoted later like ASOEN, SPREP. ICIMOD, etc. The Colombo Plan
Omanization, somewhat older, has managed 4o sustain itself and s aclivities over a long
penod. But SACEP has had to be content with a very small secretariat with no significant
infusion of technical talent for twenly years, and has taken up just a few programmes in the
areas of environmental management, law, training education and biodiversity. No doubt it has
catalyzed and pushed two impartant sub-regicnal pregrammes, viz. South Asian Seas and
Male Declaration on Transboundary Air Pollutions. But it has not covered ten out of foureen
priority areas and none of the programmes so far taken up have impinged on poverty
alleviation which continues to be the central task of South Asian countries.

25 The image of SACEP as a regional environmental organization has not been buit up to a point
where the promoting countries wish to be mare mvolved and supportive. The donors and
inkemabonal organizations that were to support as intended have shown litlle interest baming a
few honourable exceptions, notably UNEP ard NORAD.



268 Thus the perception of what has happened so far in SACEP & not very dear even in Souh
Agia_ It gets further clouded when a close lock is taken at what couk! have happened in lenms
of the vision of the promoters, Arficles of Associalion and progranwnes envisaged but not
takon ug. In short there is not enough: effort or matenial o project a positive image of SACEP o
onabila it & perform beller and nearer its polential,

27 Wi conlext it is necessary 1 look at the sirengths and weaknesses as we do in the ensuing
chaplers. Based on thaose, we expect o make recommendalions for improvement, for we are
tonvinoed, on the maleral before us, that SACEP has great polential fur contributing o
anvironmental and socioeconomic benefit to the region and that this should be hamessed.
This is also the finding of the NORAD roview in 1998, i is useful ko highlight some of the

findings in this report

L niiuhvhusMSACEFhmadearraisnnde'mMismmmhedbyﬂu
member countries and ther institutions along with various inlemaliond agencies and
. donor oRjanizations.

i. The overall focus of SACEP programmes including SSP1 & Il funded by NORAD as
wel as the regional Seas programme and SENRIC has led o important and positive

confributions towards addressing crucial envionmental issues in the South Asian
region although stll modest in therr magniude and reach.
. The precarious question of SACEPs instituional fimancial viability ¥ be addressed.
The following points hawe been made in this context.
a. The onganizaional siicture of SACEP is sl in embryonic form;
b. Inadequacy of skl siems from lack of institutional and project funding;
c. Member counies have not always paid pledged contriwticas;

d. The consultaive commitioe whera diplomalic missions are represented has
not atways proved business like with understanding of environmental issues;

8. SACEP could develop South Asian Agenda 21 by pooling South Asian
expertise and resoumes;

f. There is need 10 pay the staff betler and also induct technically
compelant programme officers;

g. SACEP should chamge projects for overhead and adminisiralive costs
and build up a trust fund;

h.  The inter-se roles of SAARC and SACEP shoull be defined fo avoid
duplication of effuts betwesn two omanizalions which are
infergovernmental in the region. SAARC can deal wilh policy question
and SACEP wilh lechnical issues and coordinalion of implementation.
There shoukd be a working arangement speling out the spedalized
agency funciions which SACEP should undestale;




b SACEP should cover in 2001-2006 issues of air pollution, agriculture,
management of fresh water resources, waste management and
sustainable land use and deseriification:

28 Having looked at what SACEP was lhen and is now and discussed with a number of
functionanes and institutions in the region we find there is force in the findings of the NORAT
review. We also feel that the constraints can be overcome and the potential of SACEP can be
fully realized in the coming years to address environmental issues as well as sustainable
development and equity. We shall make the recommendations for the Goveming Coundil
based on this framework and the coverage in ensuing chapters.
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CHAPTER 3 - SACEP: STRENGTHS AND OPPORTUNITIES

The primary strengh of SACEP as an omansation flows from it beng a recognized
intergovemmental omganisation in South Asia working in the field of enmvironment. It has
extensive contacts with several govemment organsations, Ministries and others buit up overa
perod. One may caution, though, that this very strength could be a weakness if the support
from the regional member counties © inadequake, and even in areas of common
environmental concems the Govemments look elsewhere. Though this has not happened so
far the Gavemments have not actively ensured realzation of the ful polential of SACEP.
SACEP shoul do more to buikd on this advantage.

SACEP also has developed some programmes in fields Fke Trans boundary Air Polution,
South Asian Seas, Environmental Education, Envionmental Law, SoE Reporting and Training
which “have proved useful, not only in policy making but also in addressing some common
concems of member countries.

SACEP has been able to buld some bridges with donors and ntemational onganisations like
UNEPNORAD, IMO and SIDA that augurs well for future support fo its programmes. Being an
organisation spumed by the efforts of UNER from earty on, it has the advantage of recognition
in the UN sysiem. This will be further strengthenad by working amangements with SAARC
which is the apex pokicy body for regional coopesation in Scuth Asia. Atiracting attention and
support of intemational organisations and mullilateral agencies like the World Bank, Asian
Development Bank, GEF, i, are very much on the cands.

SACEP has benefited from the work of some focal points in the fields of biodiversity and
environmental management. There is an opportundy here to strenghen it further by cementing
more contacts with the focal points and pushing those who are lagging behind to do better.
The mechanisms af the Consultative Committee and Goveming Counc are strengths that can
be used in this conlext. '

SACEP has been buiding up some synemy with institulions in the third frack like Indusiry,
NGO's, Academia, Media and Civil Society. This is as yet weak and the linkages can be forged
stronger with the help of UNEP and in partnership with SAARC.

SACEP can work closer with other organisations in the region like Cokmbo Plan and aso
hamess the polential n IUCN and other inlemational organisabions working in the field. In
specific envionment and poverty related progranmes SACEP can work closer with UNDP and
other relevant agences.

SACEP can play an important role in the exchange of informaticn and case studies of
successes within the region among all member counties. it can gakanize the work of its
publication of programmes findings to disseminake positive and useful information and data.

With some changes in organisational structure and funding pattems SACER can play an even
more fertile programmalic role to address common probiems of member countries under the
leadership of the Gaveming Council.



39  Abow al SACEF with its linkages in the region, within the Govemments netwarks and oulside,
could help in premoting human resource development for environmental conservation. This
can be done by continuing o hold seminars and training workshops for Governments, people
in industry, NGO's etc., The cross ferilization of ideas this can provide will help in policy
miaking and implementation of environmental management measures. Exchange programmes
to use the talents and skills available in the some countries for the benefit of other can be
promoted better by SACEP in partnership with LINEFR.

3.10 SACEP should also demonstrate its capacity and strength to overcome the weaknesses
mentioned earlier and in the next chapter, and also convert threats to its existence and work
intc opportunities for establishing cooperative platfcrms of a very objective kind.

141
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CHAPTER 4 - WEAKNESSES AND THREATS

What are the weaknesses and threats SACEP has & overcoma o be a most visble and
dynamic organization?

The primary weakness arises if the member couniies do not daliver on their promises in areas
ke financial confributions or effective management of focal points. The present situation
credles a fegling that member countries, though owners, da not show enough interest in the

organization.

Too many project and programme aneas wene identified even though capacity to implement al
of them wes lacking. The primary areas were also changed frequentty as seen earlier. The
focal points did not evinca encugh interest to camy forward the programmes fo a meaningiul
stage. It is in the nature of the problems of each country of the region that diflerent types of
solubions will be sought. But it should have been possible to delimit and prioriise the areas of

" common concem for the promotion of SACEP projects. Specific cauntry problerms could be

solved by programmes which have nationa budgetary or donor support and need not be
included in the SACEP programmes unless atleast two or three other member counfies are
invotved.

Staffing of SACEP has been very poor in refation o the required range of expertise. In the year
of peak expendiure of US$452 385, the Secelariat was managed with US $ 59,560 of which
neafy haff was the salary of the Dwector General. The cadre is inadequate even for
supervision of programmes on hand, and this hampers the efforts to secure more funds and
undertake more pmjects.

Accountability of the staff to the Consultative Committee and Goveming Coundil did not mest
the: standard norms of reporting of major events, developments in programmes and feedback

‘on interactions in conferences atiended or donors contacted. This was expressed by the

Consultative Committee in therr discussion with the panel.

Communication with the focal ponts is also nadequake. The seeming apathy of several focal
points is also a matter of concern; this does not seem to have been addressed systematically.

The technical capacity to dewslop projects and programmes and seging them through is very
weak. Hred consultants could have supplemenied this but there is no indication that this was
resoried fo. There is a need for technical personnel wel versed in programme formulation and
monitoring who could keep eves on the work of consultants engaged and on nstibions

implementing prograrmmes.

The changes in personnet functioning as Director General foilowing the principle of rotation
soems 0 have engendered discontinudty in management, parficularly when SACEP had o
accopt any nominee of the Govermment without any independent assessment of ther
compelence and motivation o cary SACEP forwand.

11



49  On the programme front, frequent shift of prarities shauld be avoided. Greater attention needs
to be given to specific problems of Scuth Asia, especially the linkages between poverty
eradication and environmental improverment.

410 Complicating these organizatienal inadequacies. especially in programmes, has been the
growing impression that SAARC with its subgmup on environment is emerging as a kind of
competitor, This issue has been repeatedly raised by Ministers of some member countries as
well as donors,

411 On the financial front the failure of member countries to deliver pledged canfributions, delays in
payments and even revising downward their commitments has created hurlies in hawng a
sustainable organization with a well oiled secrefaniat. This was further aggravated by the failure
to recover service charges or overheads on programmes taken up. Such charges could have
suppiemented member country contributions to build up an adequate corpus fund supporting a
viable Secretanat

4,12  In this miliew, external contributions have also been hafting. The apprehensions of danars hawe
been brought out in the NORAD Review repor mentioned eadier,

413 Some of the problems could have been overcome by augmenting networkmg by SACEP with
private sector industries, technical research and academic institutions, NGO's, etc in the region
who could have been helped in giving content and back up to programmes, as also brining n
some amount of financial support. This has not been done s0 far.

414 Finally the image of SACEP 15 somewhat al a discount for various reasans, some of which
nave been highlighted already. These problems could have been addressed by promptly
bringing out publications, interactions with media, promation of communications like the web
page, proper infornation gathering, and dissemination, efc. all of which have been casualies
of inherent organizational and financial weaknesses. If SACEP is to sundve and flourish. its
image will have to be built up on nat only solid performance but also proper publicity to its
achievements,

7
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CHAPTER 5 - VISION FOR FUTURE PROGRAMMES

In the last two decades there have been many global and regional developments of
relevance to the work of SACEP. In fact the considerations that promoted the very inception
of SACEP, viz. deteriorating environmental scenario and its comection with due regand o
the socio economic sedting and intergenerational and infragenerational equities, have been
taken up at regional and global levet quite seriously. Thus the foresight of those who
established SACEP has been vindicated.

Afer the Stockholm Conference on Human Environment (and as seen in South Asia, oven
before) the need for betler Envionmental Management was recognized by the
Governments every where and by Civil Society. Independent thinking of scientists who
studied the state of natural resources and of members of civil saciety who clearly perceived
the deteriorating quality of fife, especially among the socially and economically
disadvantaged, as a result of environmental degradation came fo the fore. Issues of
development verses environment were raisad in the context of projects and programmes
which seemed 10 polte air, water and soil and effect livefihoods of some while benefiting
others. The need ko conserve natural resources for postarity was also at the back ground of
these thoughts and the acions that followed for atieast partial comection.

Menticn may be made of the Poverty Commission set up by SAARC in 1980, which made a
number of suggestions t amefiorate poverty in the region. From the point of view of
Sustainable Development. addressing problems of poverly should get primacy as the
environment suffers if the poor suffer and vice-versa.

The inseparability of conservation and development has been universally accepled in
principle, especially in the run up and the range of follow up to the Earth Summit at Rio de
Janewo in 1992, Further, regional coocperstion on conservation and sustamable
development  (of which SACEP was the very first move) has also received global
recognition. Within South Asia SAARC has been established and vavious inter govemmental
groups have emerged in every continent, In this context the establishment of SACEP, even
tholgh it has achieved only a small part of its true polential was timely. It wil be a great pity
indeed if this Is not recognized clearly, sspecially by the member countries. SACEP needs
lo be helped to play a positive role in South Asia.

We have seen the SACEP mission stalement which reads as follows:

" fo pomole and support the conservation and management of the
environment, both natural and human, in the member stales of the south
asian region in a co-operalive manner, to achieve sustainable development”

The Mession statement of SACEP needs some reaignment in the conlaxt of the progress
Iowards sustainable development and the confinuing needs in the South Asia region 10
addmss the problem of poverly and soclo-economic issues many of which impinge on
environment. In this view we feel the Mission Statement for SACEP should be expanded b
read:
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" to promote regional cogperation in South Asia in the field of environment,
both national and human. and on issues of economic and sogiat
development like poverty which also impinge on the enviranment and vice
versa; to suppart conservation and management of natural resources of the
region; and to work closely with all regional, national and infematonal
institutions, governmental and non-governmental, as well as expers and
groups engaged in such cooperation and conservation efforts.”

5.7 There are also signals too that the State, Regional and Global organizations can not
function in isolation from the work of private and non-governmentat organizations whether
non-profit oriented or profit anented. These organizations and even individual experts and
humble people with social conscience including Women, Youth and disadvantaged people
have demonstrated their value as pariners of State Institutions and of Regional and Global
Intergovernmental  Crganizalions. Those state agencies and  inter-govemmental
organizations that have not recognized the value of such partnerships have suffered and
are bound to suffer, SACEP needs {o face up lo this challenge, not always easy to negotiate
but which holds much potential benefit. The initiatives already taken in this field such as
South Asian Forum on Environmental Cooperation between government and private sector
{Delhi, July 2000) need to be vigorously followed up.

3.8 Ancther development is the rapid advance of research and technology. More than ever
before, policy and plan formulation and implementation need to be based on expert
knowledge and technofogies, traditional and modem, and on research. As an example, in
the field of envirenment, it is the pains taking work of scienfists who studied natural
phenomena in the atmosphere and ameng living creatures that led to the conventions an
Global Climate Change and Biclogical Diversity. In turn, this has spurred research to look for
Cleaner Technologies and for better conservation of species.

2.9 Policy makers, planners and implementers and even others outside governments or
arganizations upto the last house wife, need to draw in on the best available research,
knowledge and technology, not only from within but also from outside state institutians.
Such efforts should be networked by bringing in selected Universities, Research Institutions,
Centres of Excellence as well as individuals with relevant expertise. The results of Research
and Technology must also reach the unreached in all societies.

510 The other requirement for & sustainable future is transparency and effective communication.
Those concemed, from within and outside the organizations are demanding that they be
consulted and kept informed. An organization like SACER has to pay heed to these trends
and be transparent and consultative in programene formulation and in implementation. It has
to improve the internal reporting system and pay more attention to publications and
database which others could access. SACEP as an intergovemmental organization trying to
enhance quality of environment and life in the region must have geeater visibility and work
towards it, helpad by its Governing Councit and Consultative Committee.

311 With in the South Asian region and among Colombo based organisations. SACEP can
identity the inlergovermmental agencies ke the Colombo Plan,WMI and IUCN whigh have
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had some success in their offorts, SACEP could leam from them and graft relevant

- peteiices of those onganizations in its own working.

5.12

513

In s programmes, ‘SACEP has generally kept in mind the vision of member countries in
s of priofly areas of common inferest and also absorbed the principles spekt out in
Agenda 21 or other global multilateral and biateral initiatives for sustainable development.
Groaler focus on Wnkages between poverly and environment will be required in its
programmes, But its priorities also should be fine tuned to its capaciies io defiver both by
isell and with networked partners. The Goveming Councll shouk] address this whie
mducing organizational changes {suggested later) that will help SACEP 1o play an even
batter role in the region.

The framing of projects and programmes should be in a mode acceptable not only fo the
management of SACEP but afso its partners. No doubt projects attracting donor assistance
may somelimes be donor driven but there should be a serious effort to anchor the basic
features of the project in the pricrities dictated by South Asian cooperation. Atiempls should

- be made to formulale programmes using South Asian instituions expertise and even

5.14

5.15

5.16

funding, which would focus on areas of gaps in knowledge in the region or are linked to
advocacy for better performance based on a mutual appraciation of success and fadures.

As mentioned in the earlier chaplers, serious efforts shoukd be mads hamess the energy for
policy making and foliow up in SAARC for SACEP programmes and, in turn, give feedback
from technical assessments ko SAARC policy makers. There will be savings in resources
and mutual benefit if SAARC and SACEP function as complementary organizations. Even
without any fomal or legal changes, this can be achieved by dialogue and working
amangements as both organisations are driven by the same group of govermments, and
reflect South Asian hopes and aspirations,

The camying forward of the vision for SACEP will not be possible without ensuring not only
organizational change but also functional viability. While a lame sized organization is not
necessary, there should be funding avaiable independent of donor support 1o adequately

“maintain the secrotariat and also have a core group of specialist planner and parformers

carofully selecied from within the abundant talant in the region. X is desirable that counry
contrbulions are augmented for this purpose and flow in based on clearly agreed
commitmants rather than on a voluntary basis. The member countries are sure to recognize
that their confributions ko SACEP k improve its performance wil still be minimal compared
to the large budgetary support for environmental conservation that they provide at home.
There is bound & be recognition of the cost effeciive value additions that SACEP
programmes can make ko each country if they are put on a more viable, sustainable and

dynamic platform.

We shall delineats in the nexi chapter how this vision can get Iransiated in operational steps
and sirategies.
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CHAPTER 6 - IMPLEMENTATION STRATEGIES AND MEASURES FOR IMPROVEMENT IN
THE WORKING OF SACEP

6.1 The namative in the previous chapters clearly establishes that a strategy has to be evolved for
improving the work of SACEP. It is clear the organisaion has relevance for regional
sustainable development work to supplement the work of member countries in those areas
whene they can profitably work together, It is also clear that it has inherent and latent
dynamism and potential o do belter if 2 fow measures are undertaken in the sphems of
organisation, funding, networking, programmes perspective, suppor of donors and others, and
information outreach. Based on the problems noticed and the experience of this organisation
in the region as well as analysis of all analysis of all the decisions of the Governing Coundil
and Consultative Commitiee so far, SACEP needs to address the following issued in the
manner indicated.

Crganizational:

‘6.2 It is clear the organisafion needs sustained direction keyed to the objectives of the
organisation. The career development of persons seconded o the omganisation may be
imporiant but it should not be a factor submerging the objectives and polential of the
arganisation. SACEP should have a Director General clsed into its objectives and with the
dynamism and vision to carry the member countries and donors along in evolving and camying
forward programmes that enhance the prospects of sustainabie development. The present
arrangement is nat very salisfactory in this regard. The rotational amangements by which a
Director Gengral is nominated in turn by each member country for a term of three years can
result in problems of discontinuity in management, as well as inadeguacies in the pefsons
selected who may not have all the qualities menlionad. This 15 no reflection on the persons
who have held office so far as they were creatures of the circurnstances then prevailing and
other limitabions like funding and lack of a second line of managerment which where not of thair
making. But it is neficeable that very few efforts have been made fo arrest the slide in the
performance and image of SACEP - an area in which the Director General could play a major
role and has significant accountability.

63  While the rofational system may remain, it is necessary 1o devise a method by which the next
country can send a panel of three or mare names atleast six months before the term of the
incumbent DG is over for screening by a panel of three experts appointed by the Goveming
Council. This panel may interview the person with the best background and satisfy itself of
histher capacity to deliver on the abjectives of SACEP. It shoukd be open to the panel to call for
a tresh list of names if none of the nominees is found satisfactory. In the choice of the panel of
gxperts, the Goveming Councit may consider having inputs from omanizations like SAARC
and UNEF.

64  In additon to the institution of greater chjectivity and goal onentation in the selection of the
Director General, the Goveming Council may consider making adhoc ene time contributions to
the extent of about USF3.000.000 as a comus fund from which a Director programmes and
two Programme Advisors, one with Environmental Science background and the other in Life
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6.5

6.6

6.7

Sciences, could be appointed on 2 renewable contract basis, again selected by the same
panel of expents choosing the DG. This should be by advertisement in the region as well as
following & search for talent procedure. The selection should be of persons having not only
academic background but also experience n programme formulation, monitoring and an
understanding the requirements of donars.

The corpus fund mentioned abowe, if propery invested, could yield about US$80,000 to
US$90,000 for the year, from which it should be possible to fill these three positions. As the
corpus fund swells with the adoption of suggestions made later, it should be possible to
augment the salanies of the Secretariat staff commensurate with ther workload and staff. On
specific projects, contractual staff for the project period could be taken on.

Within the onganization it is necessary to have a dear line of authordity and responsibility flows
and there should be transparency and acoountability among all personne! from fop to hottom.
Thete should be a kind of clearing mechanism for free and frank discussions on the work and
the programme of SACEP. Exchange of information within the omganization should be full and

- complete.

The reporting to Consultative Committee and Goveming Council shouid be accurate and cover
ali activities inchxing tours of personnel. On key malters, the decisions of Governing Council
should be obtaned n unambiguous language.

Finances of SACEP

6.8

6.9

In regard to the funding the major infirmity we have noticed is the haling flow of member
countries’ support to the Secretariat. Whie the Govemment of S Lanka could be expecied o
upgrede host coun¥y con¥ibutions in line with the increases in cost of lving, all member
countries must pay their contribution in ime and make a clear commitment in the GC of the'
level of their confribuions. In fact, the pledges made years back were barely adequale to
support even a weak secretariat, but ¥ the GC wants SACEP o go forwand, the member
countries shoukd pledge at the minimum to pay double the existing level of contributions. This
would be a negligible fraction of the budgelary support for environmental moderation in all the
countries, specialty since 1992 and should not constiute 3 burden at all. Without this and the
adhoc contibution mentioned earfier the GC may not expect any significant mprovement in
the performance of SACEP or its activity to convince donors and financing institutions like
World Bark, ADB, GEF, elc.

But SACEP should insulate iself atleast marginally from the likely vagaries in either cora or
project funding. Its long tem prospects of doing so wil depend on s abiity %o transfer to a
corpus fund senace fees or overhead charges recovered from project or programme funding
with the consent of the donors. As this is standard regional and intemakonal practice it should
not be difficull & charge between 10% to 15%, depending on the level of service offered, of
the project/programme ouflay. If cnly this had been done in the past, SACEP would not ba in
such a somy dependent state today. It should be easy for the Govemning Coundll o endorse
and mandaie this.
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Networking

6.10 The parinership of SAARC ad SACEP should be hamessed in the interest of sustainable
dewelopment of South Asia. SAARC, in it policymaking and follow-up, can back up SACEP
programmes. SACEP in fum, can give feedback from its technical assessment to SAARC
policy makers. This can be done easly be dialogue and informal arangements.

611 The nefwork SACEP has created so far with UNEP, NGOs and other organisations in the
region demonstrates the wilingness and abiity of SACEP 1o do even maore. The network with
focal points is weak and should be strengthened by frequent interaction and linkig progress
reports so that members of CC and GC may know how their awn focal points are performing.
Reporting on the work of focal points should invariably figure in each GC meeting. The
contacts with NGOs expert instituions and individual experts within the region should be
enhanced by not only having database of talent but also frequent exchange of information,
publcaticns etc. The help of the UNEP-RRC.AP office at AIT, Bangkok could also be availed
of. '

€2 The contacts and inkages with donors, especially multitateral institutions like UNEP, ADB and
World Bank do net appear to be sirong. So far there is no project of SACEP fundad by these
crganisations. Even the approaches so far ic other donors like Sida, CIDA, OECF, elc. appear
to be fitful and unproductive. SAARC, the member counfies of SACER and UNEP could help
in promoting this to some extent, but SACEP should do ba better equipped and more affactive
whan the proposed organisational and functional changas are put through. In the meanwhils,
the genercus help of NORAD should confinue to be avaled of in the programmes and areas
approved by GC,

6.13 SACEP can gain a great deal by interacting with the other regional organisations in Colombo,
South Asia and Asia Pacific. Colombo Plan, WWF, IUCN, IWMi, ICRISAT, ASoEn, SDPI,
BCAS, EFTRI, ICIMOD and the sclenfific insfitutions and major universities in South Asia must
be appmached, and collaborative work taken up.

6.14 In the case of NGO's of the region, selective contacts should be established 1 begin with o
mofivate them to work on SACEP programmes and even hamess their help to formulate joint
programmes with funding idendfied jointly. The industry associations, media, and Womens'
groups are among partners whom SACEP can proftably work with.

Programmes Perspective

6.15 SACEP would need to continue its productive engagement in major initiatives, notably
South Asian Seas, Transboundary Air Pollution, Environmental Legislation and Awareness;
to reorient the database to be more interactive; to help member states to develep commen
positions on MEAs; and to lake on new projects in energy and water efficiency and cther



6.16

6.17

areas ientified as of high priority. The priorilisaion of programmes should be reviewed
annualy, in the ight of identified regional pricrities and SoE Reports of the member countries.
Each year, major programmes in four or five prioritised areas may be taken up. Programmes
which have a bearing on common issues like povery and environment and implementation of
mutlitateral environment agreements of training programmes to cross ferdilise skills in the
regior, could be add-ons to this.

In any case, SACEP shoukd not confinue listing an excessive number of areas in its annual or
biannual programmes like SSPi and SSPII o end with funding only a few. Listing programmes
shouid be on the basis of discussion in the Governing Council, diasogues with focal points to
see if they will be effective in the priority areas, and a quick survey of donor proclivities to
determine what will pass muster. In areas in which donors da not show an interest in SACEP
programmes, the support of Govemments, institulions, NGCs, and industries should be
sought

The programmes need not all be of high visibility but, like the environment iaw seminars fil in a

- niche not filed so far and generate interest in professionals and NGO's in the region to carry

forward this work. The image of SACEP will not diminish if it mainly concentrated on training
and capacity buikling for some time but it must be linked & priority areas and be able o use
the talent available in the national instituions of regional member countries. Programmes to
network the wovk in the field of sustanable development and powverty allevigtion by a number
of NGOs with good frack record shoukd ziso be devised within the parameters of the
prioritization by GC.

Support

6.18

It was very clear fo us that SACEP needs more informed support from relevant institutions and
experts to whom sustainable development is not @ mere buzzword. ICIMOD has benefited
from having a donor supporl group. Colombio Plan has intemational funding instituions taking
part in policy govemance. AS0EN and SPREP have excelent support from not only member
govemments but also outsers, but in these cases the pul of some developed and
prosperous countries within the region has also played a part. In the case of SACEP, them is a
need for mechanisms of support that keep both member counties and donors interested. An
Adviscry Committee drawn from UNEP, SAARC, Workl Bank, ADB, Colombo Plan, IUCN and
the expert panel for selecion of personnel could meet once a year with inputs from the DG
and Consultative Commitee, and give its recommendations and analysis of weakness and
strengths to the Goveming Coundil. Donors like NORAD whao are consistent supporters should
also be in the Advisory Commitiee which should be serviced by the SACEP Secretariat with
heip from UNEP.

Information & Publicity

6.19 SACEP doss not have a meanngful database giving information on the South Asian region

not available on the intemet or other formats. As a regiona organtzation, it must build up a
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centralised database taking the help of UNEP on all South Asian features and issues. s Web
page should be interactive and be able to feed information on its own projects and also answer
queries from a wide cross-section. As its finances improve, SACEP should ensure regular
issues of a quaredy news letter of its work and matters of interest to South Asian
Governments, instituions and NGO's.

8.20 The publications of SACEP are not widefy disseminated parly because of financial
inadequacies. Efforts to improve pubfications by farming out the wark lo interested NGO's,
publishing houses and media shouid be made and accelerated when the funds flow is on an
even keel. The Goveming Council should be informed of progress on this every meeting.

£.21 DG SACEP and the focal points could play a major role in not only publicizing not only the
work of SACEP but also the achievements and success stories in the region. Thay should use
the print and audio-visual media for this purpose and generate publicity through SAARC, which
hias strong ties with the media.

- Strateqgy

6.22 Ta recap some of the essenfial strategy requirements spelt cut elsewhere, thers should be a
sharper focus in project and programme idenffication, in resourse mobilizatian. in institutional
capacity buliding, in networking and collaboration, in hamessing South Asian skills, falents and
innovative capacity, and in regular performance and evaluation of projects, programmes and
persannel at all levels.

65.23 SACEP should take a five year (2003-2007) stralegic appmach and focus on a few pronty
areas. An annual perforrmance evaluation of its programmes, projects and personnel should be
undertaken. Further, an overall review of SACEP shoukl be undertaken every five years.

6.24 The overall strategy to improve the pedomnance of SACEP has to be based an the four pillars
of member country interest, secretarial efficiency, support of donors and the help of the people
of the regien through institutions in the third track, viz., academia, scientific inskitutions, NGO's
community groups, ete. Some of the suggestions made caver the paths to be traverse to make
all these pillars truly supportive of SACEP. if they are accepled and implemented in tolo and
reviewed constantly by the GC, CC, the proposed Advisory Committee and DG and his
Secretarial, we have no doubt this pioneering organisation would show good results in
assisting the member countries and their profile in their efiorts to engage in sustainable and
equitable development.
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CHAPTER 7 - RECOMMENDATIONS

The Mission statement of SACEP needs some realignment in the context of the progress
towards sustainable development and the continuing needs in the South Asia region o
address the problem of poverly and socio-economic issues many of which impinge on
environment. In this view we feel the Mission Statement for SACEP should be:

* 1o promote regional cooperation in South Asia in the fiekd of environment,
botr nafional and human, and on issues of economic and socil
development ke poverty which also impinge on the envirerment and vice
versa; o support conservation and management of natural resources of the
region; and to work closely with all regional, national and intematonal

+ institutions, govemmental and non-governmental, as well as expents and
groups engaged in such cooperation and conservation efforts.”

While the rotstional system of recruiting DG of SACEP may remain, the next couniry can send
a panel of three or mare names alleast six months betore the kerm of ncumbent DG is over for
screaning by a panel of three experts appointed by the Goveming Council. This paned may
inlerview the person with the best background and safisfy itself of histher activity to defver on
the oblectives of SACEP. It should be open to the panel to call for a fresh fist of names i none
of he nominees is found satisfactory. In the choice of the panel of experts, the Goveming
Council may congider having inputs fiom organizations like SAARC and UNEP.

The Goweming Counal may consider making adhac one Bme contributions o the exient of
about  US$3,000000 as a coms fund from which a Direclor Programmes and two
Programme Advisors, one with Environmental Science backgound and the other in Life
Sciencas, coukd be appoinied on a renewable contract basis, again selected by the same
panel of experts choosing the DG. This shoull be by advertisement in the region as wel as
following a search kv talent procedure. The selection shoald be of persons having not only

. academic background but also experience in programme formulation and monitoring, and an

understanding of the requrerents of donars.

As the corpus fund swells with the adoption of suggestions made later, it should be possible o
augment the salanes of the Secretariat staff commensurale with ther workioad and staff. On
spedific projects, contractual staff for the project period could be taken on,

Within tha crganization it is necessary o have a dear line of authority and responsibiity flows,
and there should be transparency and accountabiity among all personnel form top fo botiom.
There should be a kind of clearing mechanism for free and frank discussions on the work and
the programme of SACEP. Exchange of information within the organization should be full and
complete.

The reporting to Consultative Commitiee and Governing Counal should be accuraie and cover
all activities including tours of personnel. On key miatters, the decisions of Goveming Councl
should be obtained in unambiguous language.
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7.7 Whie the Government of Sn Lanka could be expected to upgrade hast country contributions in
Ine with the increases in cost of living, all member countries must pay their contribution in time
and make a clear commitment in the GC of the level of their contributions. If the GC wants
SACEP 1o go forward member countries shoudd pledge at the minimum te pay dovbie the
existing level of confributions.

78 SACEP should transfer to the corpus fund service fees or overhead chamges recovered from
prmject or programme funding with the consent of the donors. As (his is standard regional
and international practice it should not be difficult to charge between 10% and 15%.

79 The network with focal points should be strengthened by frequent interaction and placing
progress reports before CC and GO so that members of GC may know how their own focal
paints are perfarming. Reporting on the work of focal peints should invarably figure in each
GC meeting. The contacts with NGOs expert institutions and individual experts within the
regian should be enhanced by not only havng database of talent but also frequent exchange
of information, pubhications etc. The hefp of UNEP-RRC AP office at AIT, Bangkok could also
ke availed of. '

710 The contacts and linkages with donors, especially multilateral Institutions like UNEF. ADB
and World Bank do not appear to be strong. So far there is no project of SACEP funded by
these organisations. Even the appmaches so far to other donors like Sida, CIDA, CECF,
APFED, el., appears fitful and unproductive so far. SAARC, the member countries of
SACEP and UNEF could help in promoting this to some extent but SACEP shouk be better
equipped to be more effective when the proposed organisational and functional changes are
put through. In the meanwhite, the generous hieln of NORAD should continue to be availed of
in the programmes and areas approved by the Govemning Council.

711 SACEP can gain agreat deal by interacting with the other regional arganisations in Calembo,
South Asia and Asia Pacific. ESCAP, Colombo Plan. WWF, {LCH, WM, 1CRISAT, ASsEn
SPREP, SDPI, BCAS, TERI, DA, CSE, EFTRI, ICIMOD and the scientific institutions and
major universities in South Asia must be approached, and collaborative work taken up.

712 Inthe case of NGO's of the region, selective contacts should be established to begin with to
motivate them to work on SACEP programmes and even hamess their help to formulate joint
programmes with funding identified jointly. The Industry Associations, Media, and Women's
greups ane amoeng partners whom SACER can profitably work with.

713 SACEP would need to continue its productive engagement in majar initiatives, notably
South Asian Seas, Transbeundary A Pollutron, Environmentat Legislation and
Awareness, to rearient the database to be more interactive: 1o heln member stales to
develop common positions on MEAs; and to take on new projects in energy and water
efficiency and other areas identified as of high priority. The priertisation of pragrammes
each year within the overall framework of the work of focal points approved by GC should be
done with the approval of CC. Each year major programmes in four or five priontised areas
may be taken up. Frogrammes which hawe a bearing on common issues like poverty
aleviation, enviconment and implementation of multitateral environment agreements or
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¥aining programmes W cross fertikse skils in the region, coukd be add-ons to this. SACEP
could analyse the priorities brought out in all the SoE reports of Soutt Asian countries and
suggest to the Govemning Councdl a list of programmes that may be taken up on those
envionmental issues which are seen by the countries together as a common priority.

Listing programmes should be on e basis of discussion in the Governing Council, dialogues
with focal points to see if they will be effective in the priorty areas and a quick survey of
donor proclivities o defermine what wil pass musier. In areas in which donors do not show
an interest In SACEP programmes, the support of govemmenks, institutions, NGOs, and
indusiries should be sought.

The programmes naed not all be of high visibility but, ke the environment law seminass,
cold fil In a niche not lled so far and generales interest in professionals and NGO's in the
region to camy forward this work. SACEP must be linked & prionity areas and be able o use
the talent avalable in the nafional institutions of regional member countries. Programmes o
natwork the work in the fiek] of sustainable development and poverty alleviation by a number
of NGOs with good track record should also be devised within the parameters of the
prioritization by GC.

An Advisory Commities drawn from UNEP, SAARC, World Bank, ADB, Calombo Plan, IICN
and the axpert panel for selection of personnel could meet once a year with inputs from the
DG and Consultative Commitioe and give its recommendations and analysis of weakness
and strenghs to the Goveming Countil, Donors like NORAD who are consistent supporiers
shoukl also be in the Advisary Commitiee which should be serviced by the SACEP
secretariat with help from UNEF,

SACEP needs to buid up a centralised database with the help of UNEP on all South Asian
features and issues. is Web page should be inleractive. As its finances improve, SACEP
shouid ensum regul issues of quarterty news letier of s work and matters of interest

“ South Asian govemments, institutions and NGO's.
* Efforts % improve publications by faming out the work o inferesiad NGO's, publishing

house, and media should be made ard accelerated when the funds flow is on an even keel
The Goveming Coundll should be informed of progress on this at every meeting.

DG, SACEP and the focal points could play a major role in not only publicizing work of
SACEP but also the achievements and success stories in the region. They should use the
print anxl eudiovisual media for this pupose and generate publicity through SAARC, which
has sirong ties with the madia.

There is a need for sharper focus in project and programme identification, in resource
mobdization, in institutional capacity building, in networking and collaboration, in hamessing
South Asian skils, talents and innovative capadity, and in reguiar performance and
evaluation of projects, programmes and personnet at all levels,



721 The overall strategy to improve the performance of SACER could be hased on the four pillars
of member country interest, secretarial efficiency, support of dohors and the help of the
people of the region through academia, scientific institutions, NGOs, community groups, etc.,
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