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PROJECT DESCRIPTION
Over the past decade, the importance of the coastal zone to the socio-economic well being of Uruguay has grown
exponentially. At the same time, the number of sectors using the benefits offered by the coastal zone, and the conflicts
which have arisen among those various users, have put pressure on the sustainability of Uruguay’s coastal areas and those
who have an interest in managing them. The overall goal of this project is to improve the capacity of Uruguayans to more
effectively manage the coastal environments upon which their livelihoods and well-being depend through the enhancement
of tertiary educational and outreach capacity and strong university-government-community collaboration. This initiative will
support CIDA’s and the Government of Uruguay’s priorities of environment, good governance and rural development by
strengthening and mobilizing university capacity to address problems using an approach to coastal management which
addresses development and equity concerns, participative approaches, public education and information needs, conflict
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avoidance and management, and which encourages coastal governance in an integrated and sustainable manner. The
project will increase the capacity of faculty members at the Universidad de la Republica (UdelaR), Uruguay’s largest national
public university, to prepare local and national government managers, community leaders and private sector personnel to
address the range of challenges confronting Uruguay’s coastal zone. In doing so, the project will in part target women in
coastal rural communities in their existing roles as primary providers, educators and initiators of social change. To extend
the reach of the project and broaden community benefits both in Uruguay and Canada, direct working linkages between
Uruguayan and Atlantic Canadian coastal communities will be established with the involvement of the Atlantic Coastal Action
Program (ACAP), a program working with 14 communities in the four Atlantic provinces of Canada to define common
objectives for environmentally appropriate coastal resources and to develop strategies that will help them to achieve those
objectives. This community-to-community link will enable the sharing of first-hand experience in community empowerment
and participatory development, employing university participation and directed toward government policy delineation.
As the largest national university in the country, UdelaR has the mandate to support the country’s efforts to develop in a
sustainable fashion. These efforts include serving as an important catalyst in the current national effort to protect and
sustain Uruguay’s coastal zone. This project will support those efforts by assisting UdelaR to develop the necessary capacity
to carry out the role expected of it, through the upgrading of the professional skills and knowledge of its faculty members,
through improving institutional and individual linkages with government officials and members of local communities, and
through enhancing outreach capacity and experience.
Enhancing Tertiary Educational Capacity
The project will enhance tertiary educational capacity through a partnership between UdelaR and Dalhousie, drawing from
and building upon the institutional knowledge and experience which Dalhousie has as a result of almost two decades of
professional Integrated Coastal Zone Management (ICZM) education and practice, both nationally and internationally, and
collaboratively creating a professional ICZM graduate program at UdelaR which responds to the specific challenges
confronting those responsible for managing Uruguay’s coastal zone.
This capacity-building will be undertaken in four phases which will extend over five years. The first phase will be a six
month inception period during which administrative structures will be established, and a series of baseline studies on the
current state of the coastal zone in Uruguay will take place. The baseline studies will a) define the major challenges
confronting Uruguay’s coastal zone; b) outline the capacity which is in place to address those challenges, c) identify the
ways in which such challenges impact on women and the roles which women play in addressing such issues, d) and assess
and analyze government-community relations as they pertain to the coastal zone.
Phase Two will take place over the next 24 months and will focus on faculty capacity-building and curriculum development
through two-way faculty exchange.
A number of curriculum development and interdisciplinary teaching methodology
workshops will be held in Uruguay, interspersed with two to three month UdelaR faculty visits to Canada to support further
collaborative work on curricula and additional capacity building through selected training activities, exposure to local
practitioners, and in-classroom teaching experience.
Curriculum development will result in the creation of entirely new “core” courses and the overlay of marine environmental
education on existing courses. Some of the areas that have been identified for curriculum development are: environmental
conservation, pollution prevention and control, environmental impact assessment (EIA), remediation, fisheries and habitat
management and water quality control. In addition, the UdelaR Program Planning Committee - the committee made up of
representatives from each participating UdelaR Faculty which will guide the development of the graduate program - will
coordinate faculty and student interaction with three partner communities which will subsequently participate in pilot
projects. These will be described in the following sections.
In Phase Three, lasting 24 months, the first intake of Uruguayan students will be admitted and the delivery of the graduate
program will commence. Based on the needs expressed by government and other actors involved in coastal zone
management issues within the country, it is anticipated that those to enrol in the graduate program will consist of middle
managers requiring training and upgrading in specific areas pertaining to ICZM as well as continuing students who plan to
pursue careers in these areas. The need to offer the program in a flexible way which responds to the various types of
students has been discussed during the design of the project, and program variations, including everything from a two-year
Master’s Program with thesis to a parallel one-year non-thesis degree and/or short-term training sessions, are being
considered. These plans will be finalized during Phase Two of the project.
Phase Four, in the last year of the project, will involve further consolidation of the Uruguayan program while simultaneously
opening the program to students from other countries within the Southern Cone region and further developing the program
to become a fully regional offering.
The proposed Master’s Program will be the first cooperative, multi-faculty, interdisciplinary effort of its kind at UdelaR. At
Dalhousie, the process of collaborating on the development of new interdisciplinary programs has led to many changes in
institutional capacity, and this is expected to also be the case at UdelaR. At present, several faculties within the university
(engineering, law, science, etc.) have resources that independently make substantial disciplinary contributions to specific
sectors in coastal zone management. These activities, however, are presently dispersed over many academic units which,
because of the considerable independence enjoyed by each unit, remain uncoordinated. The collaboration and coherence
required by the Master’s initiative will draw together these independent parts and help to forge synergies which otherwise
would be unlikely to exist. It will also help to develop the appropriate intellectual framework for future cooperative actions
in other interdisciplinary research projects. These new capacities are important since UdelaR, as the country’s largest
university, is an important national institution that has a significant leadership role to play in the area of environment.
Historically, this role has targeted terrestrial settings through its agricultural activities, but the area along the margin
between land and water has only become a priority more recently, consistent with the Uruguayan’s national priorities in the
same area.
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The project will also enhance UdelaR’s capacity to undertake institutional outreach. Project interactions among UdelaR and
community stakeholders, coastal communities, government and other universities in the region will foster enhanced twoway exchanges of knowledge, facilitating new approaches and innovation – all of which will strengthen UdelaR’s capacity to
better serve its constituent communities. At the same time, it will de facto raise the level of coastal zone awareness within
the university and encourage greater awareness of state-of-the-art thinking in the field of ICZM as a means of sustainably
developing, managing and conserving its coastal marine resources and environment while protecting the health and well
being of coastal and guest populations.
Finally, the cooperative linkages with regional universities in Brazil, Chile and Argentina which will be facilitated by the
project will also enhance capacity and contribute to the internationalization of UdelaR.
Enhancing University-Government-Community Collaboration
Although informally embraced for a number of years, it was not until 1992, in Rio, that the concept of Integrated Coastal
Zone Management (ICZM) received international legitimacy with its endorsement in the Earth Summit document known as
“Agenda 21”. Today, practitioners of ICZM accept the integrated approach as a fundamental tenet of this form of
environmental management.
Consistent with the spirit of the Rio Declaration, this project and the proposed ICZM graduate program will involve regular
interaction and collaboration between and among the university, government officials, and the community of nongovernmental stakeholders. This participation will take the form of: multi-sector participation on key committees to capture
government and other stakeholder input; collaborative research and case study development on issues of common interest;
prominent and shared roles in workshop activities; links through student internship placements; and guest lecturing within
the program. Perhaps most importantly, the presence of middle managers as students in the new graduate program will
broaden intellectual horizons and strengthen interpersonal connections among all elements of the coastal zone community.
In Nova Scotia, Dalhousie University, through its Marine Affairs Program, has been responsible for the education of at least
30 individuals who are currently employed by the Department of Fisheries and Oceans in Atlantic Canada. The Regional
Director-General of DFO freely admits that this group of alumni has had a profound impact on policy in the Atlantic Region.
Government and other stakeholders will benefit from, and be influenced by this collaborative alliance in a number of ways.
The close working relationship will help to break down barriers and facilitate the exchange of ideas, enabling program
participants to then join or return to their organizations to serve as a locus for change in practice, attitudes and
relationships. Also, participation in the proposed program by government and community stakeholders will improve
capacity broadly within the non-university community; it will ensure that any studies undertaken will have greater relevance
to non-university practitioners since their selection will be influenced by external input; the government regulatory process
will have greater transparency and immediacy due to additional oversight that will accompany closer working relationships;
and finally, both governance and policy delineation in coastal zone issues will be influenced by a greater awareness of issues
and options within the coastal zone community, and as a result of the influence exerted by upgraded middle managers or
newly arrived graduates.
Enhancing Outreach
The project will enhance UdelaR’s capacity to undertake outreach as a result of activities which will take place between the
ICZM graduate program and coastal communities, between ACAP and the broader Uruguayan community and between the
ICZM program and other Southern Cone institutions.
An important element of both this project and the ICZM graduate program is the mutually beneficial outreach activity which
will take place in conjunction with three Uruguayan coastal communities. The communities, described more fully in the
Partnership section, include Juan Lacaze at the inner end of the Rio de la Plata, Santiago Vasquez on the western side of
Montevideo and Roche City on the Atlantic coast. These three communities are three which have been involved in an
association that grew out of Uruguay’s National Coastal Policy Framework, where a consortium of public institutions and
communities reached consensus on 19 different coastal areas that deserved special attention. The three communities face
issues such as: a coastal zone threatened by urban and industrial pollution, a large river delta containing wetlands
experiencing conflicting uses, and an international protected area that is rich in biodiversity, highly productive and
increasingly threatened by urban encroachment and agricultural runoff. Each community is actively attempting to address
its individual issues, and each is encountering major challenges in doing so. The university’s involvement in these
community sites will provide support to the communities as they attempt to address their respective issues, while at the
same time providing support for the teaching experience where real issues, the approaches used to address those issues,
and the resulting management plans become key elements of the curriculum.
The outreach process will begin with a number of public meetings, workshops and discussion groups which will be held in
collaboration with community leaders and interested members of the three communities. Through this participatory
process, UdelaR faculty and students, local government officials and community members will help to identify the range of
coastal issues to be addressed along with a number of specific pilot project interventions which will be undertaken
collaboratively with the support of the project. The work undertaken at these pilot sites will provide a range of benefits to
all participants: addressing the specific community problems represented at the site, providing useful input to faculty for
curriculum development and case-study development purposes, providing hands-on training experience for students
involved in the graduate program, increasing the understanding of local government officials of the nature of the community
problems, and increasing the capacity of all groups involved to work collaboratively together to achieve common objectives.
Members of the communities will also participate on key program committees, to ensure that their input is incorporated in
all aspects of the graduate program.
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The Atlantic Coastal Action Program network was initiated by Environment Canada as a way to offer Canadian coastal
communities the opportunity to develop their own capacity to identify problems and work together to find solutions to those
problems. The ACAP members who will be involved in this project will collaborate with members of the pilot Uruguayan
coastal communities, sharing experiences, insights and practical “know how”. The pilot Uruguayan coastal communities
which will be involved in the project do not have extensive resources but do have a concerned citizenry. Collaboration with
UdelaR faculty, government officials, and ACAP representatives will broaden their skills in community participation and
action for change. In particular, the ACAP experience will provide helpful lessons as to how Canadian communities, when
faced with similar issues, were able to advance their local interests using a systematic, community-based approach. It will
also offer a modest form of support network.
Local Uruguayan government officials will also benefit from the ACAP experience as it pertains to the form and function of
their relationship with Environment Canada, since no such established relationship between communities and government
exists in Uruguay.
The final set of outreach activities will be UdelaR’s interactions with neighbouring universities in adjacent Chile, Argentina
and Brazil. The project will involve representatives from the Universities of Buenos Aires (Argentina), Federal University of
Rio Grande (Brazil), Universidade do Valle de Itajai (Brazil) and the University of Concepcion (Chile) in curriculum
development and workshop activity early in the project, with the intent that, in the last year of the project, the Uruguayan
ICZM graduate program will be able to be offered regionally, with a curriculum much more broadly reflective of the
region’s environmental, social and political diversity. There are a number of practical matters, such as the transferability
and recognition of credits and other institutional arrangements, which will need to be addressed to make this plan
operational. These challenges are already under discussion among the potential university participants, as well as within
Mercosur and with UNESCO, where this is seen as an important regional issue. It is not unreasonable to hope that these will
be rectified by the final year of the proposed program when it is hoped that regional students would begin to participate.
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RESULTS-BASED MANAGEMENT FRAMEWORK
Project Goal: The goal of this project is to improve the ability of Uruguay to more effectively manage its coastal areas.
Project Purpose: The purpose of this project is to enhance the capacity of the Universidad de la Republica to support Uruguay’s efforts to effectively manage its coastal
areas through the development of a graduate program in Integrated Coastal Zone Management and through the enhancement of its abilities to work with government,
communities, and other stakeholders involved in addressing coastal zone management issues.
Impact: The impact of this project will be the improved capacity of Uruguayans to effectively manage their coastal environments, upon which their livelihoods and wellbeing depend.
PERFORMANCE
EXPECTED RESULTS
PERFORMANCEMEASUREMENT
MEASUREMENT
Outcomes
Performance Indicators
1. The University of the Republic has an effective, integrated, interdisciplinary -recognition and accreditation of new ICZM graduate program
Masters program to train, educate and support Uruguayans concerned about -level of student participation and demand for new graduate program admission
their coastal zone.
-level of stakeholder support for new graduate training program
-increased level of institutional involvement in outreach to stakeholders involved in
addressing ICZM issues
2. Targeted communities have greater capacity for coastal zone management -number of communities using enhanced skills in ICZM
with better community organization, more predictive capacity, greater -number of communities working collaboratively with other stakeholders to address
problem responsiveness and improved government participation.
ICZM issues
3. Government managers and legislators are more skilled and better involved in
the integrated coastal zone management process.

4. The recognized U de la R program is expanding to link with other institutions
in the Southern Cone.
Outputs
1a.
12-18 faculty (in six Faculties) who have received professional marine
management training in Canada and Uruguay and are able to extend their
capacity to teach in an interdisciplinary outreach context;
1b. newly-developed curriculum that includes interdisciplinary core courses and
teaching materials, problem-oriented tools, revised optional courses and
outreach strategies;
1c.
a created knowledge base which supports faculty teaching, short-term
training, student research and community outreach; and
1d. an improved institutional framework which enables six Faculties to
work together and deliver a broadly based interdisciplinary program.
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-number of government managers and policymakers using enhanced ICZM knowledge in
their work
-number of government managers and policymakers working collaboratively with other
stakeholders to address ICZM issues
-evidence of agreements of cooperation, collaborative curriculum development,
scholarship availability to support regional participation in UdelaR’s graduate program
Performance Indicators
-number of faculty using new ICZM knowledge and teaching methodologies in the
classroom
-number of new and revised courses, teaching materials, modules, case studies, etc.
being used
-number of resources (human and material) available to support faculty teaching, shortterm training, student research and outreach
-new or changed institutional arrangements which facilitate interdisciplinary and interfaculty work
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Outputs cont’d.
2a.
targeted communities involved on an ongoing basis in the university
program;
2b.
local issues addressed through the creation of community-based pilot
projects which employ experience and expertise from U de la R;
2c.
ACAP and Uruguayan communities with enhanced knowledge of
organizational structure, community dynamics and especially communitygovernment strategies as a result of the sharing of experience; and
2d.
established links between stakeholders and the research capacity and
experience of Ecoplata (an IDRC funded research consortium).
3a.
3b.
3c.

4a.
4b.
4c.

formal linkages between government units and the university through joint
participation on curriculum advisory and project management committees;
coastal zone managers with improved skills as a result of training received
through the project and program; and
targeted communities using advice and support of relevant coastal
departments (known locally as Intendencias, the departments closely
approximate the role of Canada’s provinces within a federal system).
regional agreement in place among selected institutions in neighbouring
countries to engage students and faculty in the program;
curriculum in use at U de la R that reflects the problems and experiences of
the Southern Cone;
scholarship funding from supportive international organizations available to
encourage non-Uruguayan participation in the masters program.
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Performance Indicators cont’d.
-numbers of community members and level of community participation in pilot project
and graduate program outreach activities
-numbers of issues identified by communities which have been addressed through
UdelaR faculty/student outreach activities
-ACAP organizations using new knowledge in work within their communities and with
government
-Uruguayan communities using new knowledge in work within their communities and
with government
-number of university, government and community stakeholders involved in
collaborative activities with Ecoplata
-presence of ongoing multi-sectoral committees to support the graduate program
-number of coastal zone managers using their new skills in various aspects of ICZM
work
-evidence of Intendencia involvement and support in addressing issues faced by coastal
communities

-number of agreements regarding accreditation and cooperation in place between
UdelaR and other Southern Cone universities in support of graduate program
participation
-number of courses, modules, teaching materials developed which include content
specific to Southern Cone countries
-evidence of funding available for non-Uruguayan participation in the program
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Specific Activities to Achieve Project Results
•
•
•
•
•
•
•
•
•
•
•
•

Initial Baseline Studies on the state of ICZM in Uruguay and a National Baseline Workshop on Coastal Zone
Management to discuss results of the studies;
Two curriculum development/training workshops in Uruguay that will focus on: 1) core courses, component
modules, reading and teaching materials and thesis requirements; and 2) elective courses to be offered within the
program, including both new courses and/or existing courses;
A third training workshop on interdisciplinary teaching methodologies in Uruguay and a follow-up meeting on
curriculum validation to review and assess the curriculum developed thus far;
Short-term faculty visits (2 months) to Canada to support specialized training and curriculum development;
Pilot projects identified and supported by collaborating coastal communities which will involve university faculty and
students, government officials, and community members from both Uruguay and Canada (ACAP);
Development of degree program regulations and course evaluation systems for the program;
Identification and acquisition of library resources and equipment needed to support the graduate program;
Promotion of the program and recruitment of students and middle managers;
Delivery of the new ICZM graduate program at UdelaR;
Evaluation of course offerings;
Revision/adaptation of curriculum for future offerings and to broaden to regional program involving link with
institutions in Chile, Argentina and Brazil;
Final project evaluation workshop.

Gender Equality
Ensuring that gender equality issues are incorporated within all the work undertaken with the local communities will be a
major goal. Research in Ecoplata (an IDRC-funded research consortium) has identified women in coastal rural communities
as “primary providers and educators,” making their role in this proposed initiative central to its success and the input they
can provide crucial to the work of the pilot projects. To broaden community benefits in Uruguay and Canada, direct working
linkages between Uruguayan and Atlantic Canadian coastal communities will be established with the involvement of the
Atlantic Coastal Action Program (ACAP). This program involves 14 communities in the four Atlantic provinces and aims to
define common objectives for environmentally appropriate coastal resources and to develop plans and strategies that will
help to achieve them. Linking rural Uruguayan community leaders, who are often women, with their rural coastal
counterparts in Atlantic Canada (five of the 14 ACAP community leaders are women and four of those have agreed to
participate in this initiative) will provide an extended information and support network of considerable value to these women
and their communities.
At the university level, the project will draw upon the expertise of three gender specialists from UdelaR’s Faculty of Social
Science to ensure curriculum development activities incorporate gender considerations - addressing the ways in which
coastal zone management issues play out in Uruguayan women’s lives. Breakdown of the UdelaR faculty by gender shows
women represent 45% of the total, which is also the approximate percentage for the Uruguayan workforce.
It is
reasonable to expect that enrolment in the graduate program will initially reflect this lack of gender bias with women
accounting for between 40% and 60% of the total. A baseline study which is planned for the inception period, however, will
address the role of gender in coastal zone management, and its findings will guide program evolution.

Research
An important part of capacity building will involve a curriculum that is grounded in genuine problems experienced by coastal
communities. Pilot projects will be one mechanism to address these but the project will also support the investigation of
problems unrelated to the pilot projects which pertain to other coastal environments, university-government collaborative
issues, etc. These investigations will help researchers to gain accurate understandings of particular coastal issues which will
lead to the definition of appropriate management actions for coastal managers while at the same time feeding into the
curriculum to be developed for the graduate program. Research is thus a tool to promote understanding, leading to an
improved pedagogical process that in turn will produce better prepared graduates.
Project Sustainability
The project has been designed in every way possible so as to ensure that its results will be sustainable. First, the proposed
initiative will be fully integrated into the UdelaR as a community-oriented, outreach-based graduate program that has been
strongly encouraged and supported by critical community stakeholders, as well as by the Rector and six Deans; second, the
creation of community-based structures within each of the targeted communities, with assistance from ACAP, will provide
ongoing capacity at the community level to address coastal issues; third, networks created between targeted communities,
relevant government units and the university will enable the various stakeholders to collaborate more easily on issues of
mutual concern; fourth, active engagement by coastal Intendencias is highly complementary since the problems of the
targeted communities are the problems they are mandated to address (in Uruguay, the Intendencias are important forces
for local change within a national context); and fifth, this initiative responds to concerns voiced by the national government
through public utterances and public policy declarations.
Canadian Public Engagement
The Canadian public will be engaged through several vehicles. Although the project plan is to directly engage only four ACAP
communities due to cost constraints, those four are part of a network, dispersed over Atlantic Canada, that formally
communicates at annual and executive meetings and informally among themselves or with like-minded groups throughout
Canada and internationally. ACAP’s participation will ensure that information about this project will be broadly disseminated
to Atlantic Canadian audiences, including the nature of the problems that are being addressed and the solutions that are
being sought. In addition, seminars and public presentations will be made at Dalhousie and in the surrounding community,
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including active attempts to engage the interest of the local media outlets. Classes taught at Dalhousie will embrace aspects
of this initiative in the form of case studies. And, since Environment Canada is the initiator of the ACAP program, it will also
disseminate information about the project within that department as well as more broadly.
Language Considerations
Canadian-Uruguayan research activities carried out earlier within the Ecoplata research consortium were reasonably
successful despite language differences. Many Uruguayans and some Canadians are sufficiently bilingual to conduct business
day-to-day, although formal gatherings such as workshops usually contain simultaneous translation. In addition, most of
the ICZM literature is in English. The Uruguayan partners believe that sufficient knowledge of English exists among faculty
at UdelaR and that ESL training should not be included within the project. It is thus agreed that those UdelaR faculty
coming to Canada will be bilingual. Canadians, on the other hand, are significantly less bilingual and therefore intend to
participate in regular language training sessions in Canada over the life of the project. Nonetheless, workshops which will
involve Canadians providing lectures and training sessions in Montevideo will use simultaneous translation since language
skills will not be uniform and the emphasis must be on accuracy in communication and efficient use of time.
PROJECT BACKGROUND AND RATIONALE
Over the past decade, awareness of the importance of the coastal zone to the socio-economic well being of Uruguay has
grown exponentially. Coastal development has accelerated to the point where eighteen million people now live along the
shores of the Rio de la Plata. In addition, shipping and industrial activities, often the result of foreign investment, have been
poorly regulated; pollution and harmful runoff have increased; and watershed ecosystems are increasingly threatened. The
present economic crisis in the region has further exacerbated the problem: displaced workers are rapidly becoming fishers,
adding pressure to a rapidly declining resource; regulatory agencies are shedding responsibilities to stay within budget; and
government, in order to diversify and maximize economic opportunities, is increasing the pressure by encouraging even
greater conflict in coastal usage; tourism, which accounts for 25% of foreign income, is predominantly linked to the coastal
zone; public health issues are rapidly escalating (toxic red tides and titres of viruses and bacteria are increasing) due to
pollution run-off, eutrophication and river delivered solid waste; and, formerly pristine areas are greatly in need of
integrated management with a strong overlay of policy and legislation. There is a real danger of large-scale, economicallydriven actions (e.g., port growth) beginning to dominate the coastal development agenda without the presence of a
counterbalance from other users, including coastal community interests and needs.
Government Commitment
In May 2001, in response to accumulating evidence of the growing threat to the country’s coastal zone, the government of
Uruguay created the Integrated Coastal Zone Management Coordinating Commission (ICMCC). The members of this group,
representing broad sectoral diversity, were tasked with identifying important issues and defining coastal zone priorities.
Also, in the same month, the five departments occupying the coastline of the Rio de la Plata signed a Coastal Declaration to
put on record their concern with these issues and their intention to work cooperatively toward their solution. On 15 May
2002, the President of the Republic declared Coastal Management to be a national priority when he proclaimed the National
Coastal Policy. Contained within these documents are implicit and explicit calls for action on coastal zone issues through
human resource development.
Presently, the government working through the Directorate for Territorial Planning (DINOT), within the Department of the
Environment, has taken preliminary steps to try and stem the tide of uncoordinated and unplanned change in the coastal
zone. DINOT has led the formulation of a National Coastal Policy Framework that, with public input, has achieved a
consensus in choosing 19 coastal areas where attention should be focussed. In addition, three Directorates of the national
government have been active members in the planning process for the planned Master’s Program and all have agreed to
participate in the planned National Advisory Committee.
Another area of government need on coastal zone issues is at the level of Intendencias (an administrative unit somewhere
between a Canadian province and a municipality). As mentioned above, the five Intendencias bordering the Rio signed an
agreement pledging their support for coastal zone management. Individual Intendencias are the first line of government
response to specific coastal zone changes or threats, but they face both financial and personnel constraints because there is
a shortage of trained professionals who are capable of studying the issues and who then have the ability to formulate
appropriate action plans. Consequently, very little progress has been made in accommodating the goals laid out in the 2001
Coastal Declaration.
The project will respond to the needs of the Intendencias by helping to strengthen the cooperation between the government
and the coastal communities. In particular, the involvement of ACAP will expose both communities and the Intendencias to
the process of grass roots community empowerment that is closely tied to community-government interactions. The
accumulated experience in ACAP regarding this relationship is of considerable interest to Uruguayans, and more importantly
the sharing of that wisdom is strongly anticipated.
In the past, three different national governments have variously supported three separate research initiatives, Ecoplata
(IDRC), Freplata (GEF), and Probides (GEF), that came into being to study the coastal zone of the Rio, the waters of the Rio
and its offshore, and the Banados del Este Biosphere Reserve and its watershed, respectively. These three projects, all of
which are still active in coastal zone issues albeit at levels much reduced from their peak periods, represent important
repositories of experience and knowledge. In fact, many of the researchers involved in these three projects are UdelaR
faculty members who are also involved in this project. Because the choice of research activities pursued by two of these
projects was largely self-determined, without government consultation, there has been a “disconnect” between the research
undertaken and those policy makers who might best make use of the results, which has created a serious impediment to
achieving long term change. All three research consortia thus view the proposed ICZM graduate program as a means to
incorporating the knowledge which has been gained through their efforts into an ongoing educational program which will be
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complementary to their efforts, helping to extend their work further into the realm of policy while simultaneously building
much needed capacity which is sustainable over the long run.
Ecoplata has recently agreed to carry out the role of
Coordinator for the external planning Committee for this project, which is the precursor of the National Advisory Committee
(NAC). All three consortia will be members of the NAC.
Community Need
So despite government’s concern and good intentions, despite the presence of individuals in the community with some
skills, and despite the research activities of several externally funded consortia, a gap continues to exist between the
stakeholder community’s desire to create change and the actual implementation of change. Missing are the individuals
trained in sectoral specialties with an interdisciplinary approach and especially with integrated management experience.
Missing too are key infrastructural elements that are necessary to support such an approach, namely, basic library holdings,
an institutionalized program to train individuals, or a broad understanding that appreciates that solutions must be ones that
are shared by government, universities, industry and community. This project attempts to provide the means to bridge that
gap and to put in place a sustainable program capable of producing individuals and processes capable of bringing about
change in rural development, governance and environment through a close working relationship among the affected
communities and stakeholders. It is thus a response to the various community calls for action.
CIDA Priorities in Latin America
The project also responds to CIDA priorities for Latin America and Uruguay. CIDA’s strategy for Latin America and the
Caribbean, entitled “Closing the Gap”, includes: strengthening human development, reducing ecological vulnerability,
extending the benefits of growth, and reducing economic vulnerability. For Uruguay, CIDA has incorporated these priorities
through the targeting of 1) support to social programming, 2) sustainable natural resource and environmental management,
and 3) governance and public sector reform. As a result of the integrated nature and broad range of stakeholders involved
in coastal zone management, the capacity-building activities to be undertaken by this project support all three of these
priorities.
The project also supports CIDA’s overarching priorities of Good Governance, Environment, and Rural
Development.

Previous Canadian Involvement and Related Projects
This project builds on earlier Canadian involvement in Uruguay, specifically the Ecoplata project that addressed research in
natural and social sciences in Uruguay’s coastal zone. Despite the acquisition of results and insights within Ecoplata,
however, there remains neither a mechanism to incorporate them into capacity building nor any way to apply them in a
sustainable fashion. The realization emerged that research without trained managers is research without social impact. The
Ecoplata Project was not equipped to train government managers, community leaders or private sector personnel since it
was designed strictly as a research vehicle. Both Freplata, which is carrying out a diagnostic assessment of the main body of
the Rio de la Plata and the receiving waters of the continental shelf, and Probides, which is active in the biodiversity of
coastal wetlands, face similar limitations. Both have experienced limited success due to the lack of available management
capacity to implement their findings and the absence of any capacity building to train communities and other stakeholders.
Because the proposed ICZM graduate program complements all three research projects, albeit in different ways,
representatives from all three have been invited to join the National Advisory Committee to ensure that their voices will
continue to be heard.
Critical Assumptions/Potential Risks
The goal of this project is to improve Uruguay’s capacity to manage its coastal zone through enhanced tertiary educational
capacity, improved outreach and strong collaboration between government, university and relevant communities. The
proposed project is clearly focussed on the long-term goal while vigorously addressing each of the subordinate goals. The
fundamental component of this initiative is the institutionalization of coastal zone awareness, outreach, research and the
production of trained individuals. The goal is to create change within the university in order that it will have the capacity to
create change in the broader community. The primary agents of that change will be the students educated within the
Master’s program.
In order to achieve the proposed goal a number of steps must be completed and conditions must be met, including: 1) the
proposed Master’s degree will require accreditation; 2) it will also require a dedicated faculty commitment; 3) the university
will need to maintain this initiative after the expiration of CIDA funding; 4) outreach, between communities and UdelaR,
integral to the effectiveness of the teaching program, will need to continue; 5) government priorities on coastal zone issues
will need to feel the influence of university program activities; 6) economic stability in the region will need to continue;
and, 7) academic accreditation issues between regional institutions will need to be resolved.
Program accreditation in UdelaR is a completely internal process without external government involvement, subject to
review first by its Graduate Studies Commission and later by the Central Committee of the university. Released time for
faculty and program sustainability after CIDA funding expires have both been assured, in writing, by UdelaR’s Rector and six
participating Deans. Community involvement is a cornerstone of this initiative and will be supported by the creation of a
structure that facilitates regular two-way communication. The components of that structure will include National Advisory
Committee participation, ongoing interaction with ACAP members, and faculty and student involvement in community
activities including pilot projects, research and implementation. Government will be immediately influenced through the
matriculation and training of its present employees, by the later hiring of future graduates and by drawing closer to the
Master’s Program through participation in teaching, internships, pilot projects and directed research. The economic well
being of the region cannot be predicted over the next six years but all signs point to a significant and lasting recovery,
especially in Argentina which is a major controlling influence on Uruguay. Regional university representatives will be invited
to participate at regular intervals, to provide input into curriculum development and the teaching program while attempting
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to remove existing academic impediments. The fact that Mercosur has put resolving these academic issues high on its
agenda bodes well for a timely regional solution.
Economic Opportunities
The Uruguayan economy relies on tourism for as much as 25% of its externally earned dollars, and 80% of those come from
tourist activity along the coastal zone. The resort city of Punte del Este, a major attraction for non-Uruguayan visitors, is a
major economic driver for the country. The conflicting uses which are competing for the ocean coastline of Uruguay
threaten to damage the pristine beaches and lush natural beauty which attract such a large tourist population to Uruguay
each year. The economic contribution which tourism makes to Uruguay’s economy will not be sustainable in the absence of
improved capacity within the country to deal with the conflicting uses of the coastal zone in a way which allows for economic
development while still protecting the natural beauty of the coastal tourist areas.
In a similar fashion, the absence of effective management of coastal areas can have significant negative effects on the
ability of the large percentage of the Uruguayan population (roughly 70%) which live in the growing urbanized areas along
the coast to be productive economically. The quality of life, public health and economic viability of the coastal zone in the
Rio is directly influenced by a large and growing list of conflicting pressures that result from the growth of population along
the coasts. This project will make a substantive contribution to management of the coasts, thus helping to reduce these
potential negative economic factors.
PARTNERSHIP
The Ecoplata research project has been the historical platform upon which Canadian and Uruguayan researchers have
forged their present strong relationship. Cooperative meetings, workshops, research, mentoring and socializing, plus myriad
other activities, have fostered friendships, partnerships and mutual respect. The program proposed here has emerged out of
collective experience, thoughtful discussions and a strong desire to move beyond research to a new vantage point where the
potential for real sustainable change is possible. A critical element of this project is the partnership between two universities
that have a proven relationship and a history of working productively together.
Institutional Partners
Dalhousie University is frequently viewed as an “Ocean” university, partly because of its proximity to the sea but more
importantly because of institutional infrastructure and faculty research capability. A recent survey identified more than 120
faculty members with some involvement in marine activities, making it a pre-eminent Canadian institution in the marine
areas of Science, Social Science, Management and Law, with much of that experience gained in international settings.
Factoring in the presence of the Bedford Institute of Oceanography makes the Halifax-Dartmouth marine community the
largest in Canada, and among the five largest in the world, with expertise across all science and social science disciplines, as
well as a number of government departments that address regulation, monitoring and policy issues. One recent example of
synergy that involved scientists, social scientists, and policy makers was the federal government’s declaration of a Marine
Protected Area off the coast of Nova Scotia that embraces a unique undersea canyon complex, known locally as the “the
Gully”.
At Dalhousie, the project will be based within the Marine Affairs Program (MAP). The MAP has offered a Master’s of Marine
Management degree, upon which the proposed ICZM graduate program will be loosely based, to between 20 – 25 students,
most of whom are middle managers working in the field, each year for the past dozen years. Up to half of these students
come from the developing world, through support from CIDA’s Marine Scholarship Program. The Marine Affairs Program has
been involved in a number of CIDA-funded initiatives which have supported the creation of similar academic programs in
partner institutions, in the Philippines (early 90s), in Indonesia (mid-90s), and most recently through a Tier II project, due
to end this year, which has introduced a Masters of Integrated Coastal Zone Management at three coastal universities in
Cuba. The proposed project director, Dr. Robert Fournier, is an instructor in the Marine Affairs Program.
The Universidad de la Republica is Uruguay’s largest and most prestigious public university. Professors from six of its
faculties are actively engaged in marine-related issues (such as Ecoplata, Freplata, Probides, and others). As is often the
case with Canadian universities, however, much of this work and experience has been sector-specific, and little of it has
involved an integrated approach or a management focus. This project will involve faculty from the Faculties of Science,
Social Science, Agronomy, Architecture, Law, and Engineering, and will help to create a new institutional dynamic that will
add considerable additional value through resulting synergies. In addition to the capacity-building which will take place in
the area of ICZM at UdelaR, participation in this project, the first multi-faculty, interdisciplinary cooperative project
undertaken at UdelaR, will build capacity within the institution to work cooperatively to address interdisciplinary problems
and issues.
Coastal Communities
As noted in earlier sections, the three coastal communities will be very real partners in the project. They will bring their real
coastal issues to the table, and work with faculty and students from UdelaR and with local government officials to find
solutions to address those issues. In the process, all parties will build their capacity to address such issues and to work
collaboratively to do so.
Three communities, which have a diverse set of physical characteristics as well as coastal issues to address, will participate
as pilot sites in this project:
1.
Juan Lacaze is an urban and industrial community in the Intendencia of Colonia that is located at the inner end of
the Rio de la Plata. It has a large pulp mill discharging untreated effluents, accelerated beach erosion due to commercial
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sand mining and agricultural non point source pollution, all of which are in conflict with community health and commercial
interests and recreational port and beach activities.
2.
Santiago Vasquez is on the western border of Montevideo Intendencia alongside the mouth of the Santa Lucia
River, an important source of potable water and industrial effluents, which embraces a large system of saline wetlands rich
in biodiversity. Although this area is subject to many conflicting usages perhaps the most important issue at the moment is
the intended gradual expansion of the city of Montevideo in its direction.
3.
Roche City is in Roche Intendencia on the Atlantic coast, adjacent to one of the most complex lagoon-sweetwater
systems in the Neotropical region. It was internationally recognized as the “Banados del Este” Biosphere Reserve in 1976
and is part of the Uruguayan National System of Protected Areas, although that latter designation is in name only. The
major issue is the sustainability of a world-class environmental site relative to conflicting uses of urban development,
increasing tourism and artisanal fishing activity.
The three communities will be integrated into the program from the outset by involving them in all project activity and
incorporating their unique characteristics into the initial and on-going planning processes. It is anticipated that structures
loosely based on those employed in each ACAP community will be developed within the three communities so that identified
individuals can assume specific responsibilities on behalf of the communities. The three communities will also share a seat
on the National Advisory Committee to the project.
Atlantic Coastal Action Program
ACAP is a community-based program that involves 14 sites across Atlantic Canada. Each site has formed a non-profit
organization with its own Board of Directors and a full-time Coordinator. While Environment Canada contributes to project
funding, community stakeholders contribute most of its resources through volunteer labour, in-kind contributions, and
financial support. ACAP’s mission is to help communities define common objectives for environmentally appropriate uses of
their resources and to develop plans and strategies that will help achieve them. The fundamental basis for ACAP is the
recognition that local communities are the best and most effective proponents for effective action leading to sustainable
development.
ACAP has proven to be a surprisingly effective mechanism by which communities have taken control of their coastal zone
problems. The 14 communities extend across a matrix from rural to urban and from land-based issues to strictly marine.
The demonstrated versatility and adaptability of this approach supports the idea of its portability to South American coastal
communities. Just how it should be adapted to a Latin culture will be a subject for discussion during the inception phase and
a continuing source of experimentation throughout the life of the project. There is no question that ACAP experience will be
valuable targeted directly at communities where the day-to-day activities that have ensured ACAP success to date can be
conveyed, discussed and possibly adapted to a Uruguayan setting. And since ACAP will work in cooperation with UdelaR and
the government directorates it would be a broad and coordinated approach. Government directorates presently have little
experience with community organizations and the university needs to embrace these concepts if it is to assume the role of
facilitator, catalyst and mentor within the proposed Master’s Program.
The executive directors of four ACAP communities, along with the Environment Canada creator of this program, Larry
Hildebrand, have agreed to participate in this initiative and will be invited to participate in the earliest visits to Montevideo,
during the Inception Phase. At that time, consideration will be given to the criteria and process that was used to define an
ACAP organization in each of the participating communities, and the applicability of that approach to Uruguayan
communities. Efforts will be made to meet with community members and to advance this process of definition. Next steps
will involve a two-way exchange of information and a better understanding of issues, problems, and impediments to their
solution along with approaches that have proven to be successful.
Additional Stakeholders
In addition to the stakeholders mentioned above, others have agreed to participate in the development of the ICZM
graduate program. These include: the National Directorate for Territorial Planning (DINOT)); the National Directorate for
Environment (DINAMA); the National Directorate for Aquatic Resources (DINARA); the Coast Guard (Prefectura Nacional
Naval); the National Port Authority (Administracion Nacional de Puertos); the National Congress of Intendencias (Congresso
de Intendentes); Ecoplata; Freplata; Probides and the Network of Uruguayan NGOs (La Red Uruguaya de ONGs
Ambientalis). Each group will participate in the National Advisory Committee that will meet four times a year and provide
advice directly to the overall Program Management Committee. The National Advisory Committee will also hold three
workshops, one in each working phase, to explore, assess, and ensure that the content of the graduate program responds
appropriately to the needs of the external communities.
DINOT, DINAMA and DINARA are all considered to be integral to the Master’s Program because: i) they bring government
concerns and issues to the table, ii) they possess considerable experience that will be shared with program participants, iii)
they have had a long working relationship with both universities through the Ecoplata project, and, perhaps most
importantly, (iv) they represent the government’s viewpoint.
The program is not being designed strictly around
government issues but clearly many issues are common to all parties. Working with government throughout this process,
especially in the earliest stages, is critical as a means of building trust and as a means of establishing the relevance of the
Master’s Program to problems facing government. As mentioned earlier, many formal and informal opportunities for
dialogue have been built into the proposed program to enable proper airing of differing positions.
Both the Coast Guard and the National Port Authority have legislated responsibilities regarding the coastal zone. They have
been active participants in two early workshops, provided advice to the local planning committee and have been very
outspoken in their support for this initiative and their need for better working linkages with coastal managers because of
issues related to enforcement and conflict resolution, respectively.
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The National Congress of Intendencias is the national coordinating body to which all 19 Uruguayan Intendencias belong.
Only six of the 19 are relevant to this proposal (Colonia, San Jose, Montevideo, Canelones, Maldonado and Roche), for the
moment, as their shorelines border the Rio and Atlantic. However, five additional Intendencias extend north to south along
the shore of the Uruguay River, along the western border of the country, which is also a coastal zone, and which may be
included at some future time in the program. The Congress is a vehicle that permits efficient interaction with the initial five
Intendencias while simultaneously educating the others to the activities and virtues of this initiative.
Intendencias have generally played an active and concerned role with regard to coastal zone issues, sometimes more so
than the national government. Concerns are usually of an immediate nature such as beach erosion after a storm or resulting
from some form of development, solid waste entering normally attractive beaches because squatters dump trash into local
rivers, the downward pressure exerted by artisanal fisher folk on a local resource or the implied danger from unregulated
sewage outfalls. Intendencias actively pursue these issues from day-to-day by trying to understand the causative factors,
by trying to engage human resources and by attempting to influence the national government as to legislation, regulation
and monitoring. The Intendencias are a level of government with considerable potential to act as important intermediaries
between the proposed UdelaR program and the individuals who comprise the coastal communities. Finally, the Intendencias
can be important facilitators of community activities because, in addition to other attributes, they can bring financial
resources, second only to the national government, to bear on problems of community concern.
The Network of Environmental NGOs unites organizations interested in environmental protection and sustainable
development. It was founded in 1990 and has 60 member organizations from throughout Uruguay. It tries to identify and
promote environmental issues leading to natural resource conservation, strategies for sustainable development and to raise
quality of life. The network actively promotes information exchange between member organizations and is a strong
supporter of capacity building. It has contributed to planning to date and will be a member of the National Advisory
Committee.
Regional Institutions
The proposed Master’s Program was conceived from the outset with the long-term goal of creating a regional program. The
attainment of that goal is viewed as a stepped process. The first step would include several activities: defining the
curriculum (with input from the regional advisors), advancing the capacity of teaching faculty, improving infrastructure and
tools, and, implementing the program with the admission of Uruguayan students. With completion of the first Uruguayan
class the program will be extended through faculty and student participation, to neighbouring countries in the Southern
Cone.
There are two reasons for this stepped approach: first, it will provide UdelaR the opportunity to properly define and
implement this program, the first of its kind in UdelaR, with minimal conflict and fewer of the difficulties that that often
accompany a multilateral initiative; second, some time will be required to work out a number of administrative issues that
greatly influence the free-flow of students from different jurisdictions. An example of one such issue is accreditation. At the
present time a degree awarded in Uruguay will not be accepted in Argentina, and vice versa. Discussions are underway and
there is considerable optimism surrounding the eventual resolution of these issues. One measure of the gravity of this
problem is that it is high on the agenda of the Southern Cone’s Common Market (Mercosur), where it is also seen as an
impediment to economic development. The project is hopeful that the Mercosur discussions, as well as our own among the
regional universities, will resolve this issue by 2009 when it is planned to accept the first regional class.
Discussions on cooperation are well advanced with the Universities of Buenos Aires (Argentina), Federal University of Rio
Grande (Brazil), Universidade do Valle de Itajai (Brazil) and the University of Concepcion (Chile). General agreement has
been reached with the University of Buenos Aires resulting in a formal exchange of documents. Discussions continue with all
three, although it is anticipated that only one Brazilian institution will participate. It is anticipated that this participation will
be confirmed within the next few months. A four-institution Southern Cone program will offer a much broader exposure to
various coastal environments, social milieus, lessons learned and policy regimes, thereby broadening the educational
experience and significantly increasing its relevancy, and adding a strong international component to this initiative. The
long-term goal is to make this program the pride of the Southern Cone.
Representatives from each of the regional institutions will be invited to join UdelaR’s planning advisory committee
(University of Buenos Aires is already present) as advisors once some formal agreement is reached. The distinction is made
here between partners and advisors as the ICZM graduate program is viewed as a Uruguayan initiative that will eventually
broaden its scope and participation. Nonetheless, regional advice from the outset is viewed as very important since it will
ensure that regional instructors are kept fully apprised of the evolution of the program, and more importantly, that their
input will be incorporated into the curriculum development.
Networking
To date, the Uruguayan planning process has greatly benefited from the existence of an advisory committee composed of
two sub-groups. A Project Planning Committee, which has been responsible for guiding the development of this initiative, is
made up of one representative from each participating faculty (Science, Social Science, Law, Engineering, Architecture and
Agronomy). The second group, made up entirely of external stakeholders (the Directorates for Planning and Environment,
the Coast Guard, the Port Authority, the Congress of Intendencias, the Network of NGOs, Ecoplata, Freplata, and Probides)
has regularly contributed advice to the Project Proposal Team. The university committee met bi-monthly for over 18 months
while the full committee, with both university and external components, has been underway for 4-6 months.
During the inception period, a National Advisory Committee (NAC) will be formally constituted. It will be composed of the
external members listed above along with the Directorate of Aquatic Resources, one seat for the coastal communities, and
for continuity another for the UdelaR Project Coordinator. It will meet quarterly. Following its formal creation, NAC advice
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will be directed to the Project Management Committee where all strategic and policy decisions regarding the program will be
addressed. In addition, the NAC will conduct a workshop once every two years (i.e., once during each of the project’s three
operational phases) where the full range of issues relevant to the external community can be reviewed and considered, for
example, curriculum relevancy, progress in the Pilot Areas, outreach activities and regional issues. Invitations will be
extended, as well, to other interested parties not directly involved in the program, such as the government’s Office of Policy
and Planning or members of the private sector.
Project Management
Following project approval UdelaR and Dalhousie will each formally establish institutional Program Coordinating Committees
(UdelaR PCC and Dal PCC, respectively) that will consist of one representative from each participating faculty. These
committees will meet at their respective institutions bi-monthly, and their primary task will be to guide the development of
the academic program. One representative from each participating regional institution will join the UdelaR PCC, and ACAP
will also be represented on the Dal PCC. The chair of the UdelaR PCC, Dr. Daniel Conde, Head, Department of Limnology,
will be the UdelaR Project Director and will sit on the National Advisory Committee. The chair of the Dal PCC, Dr. Robert
Fournier, Professor of Oceanography, will also serve as overall Project Director.
The group responsible for coordinating and guiding the overall program will be the Program Management Committee (PMC)
comprised of the entire UdelaR PCC plus the Canadian Project Director. The PMC will be chaired by the Canadian Project
Director, meet every six months in Montevideo, and have ultimate responsibility for all academic and financial matters
pertaining to the project. Decisions will be made by consensus.
The committees identified above create a structure that includes all partners plus external stakeholders and ensures that a
free flow of information and constructive dialogue will occur at regular intervals. This is a form of networking that should
provide access to information, a sense of participation and allow input into the evolution of this program.
Project Phases and Planned Activities
The project will be divided into four distinct phases.
Phase I, Inception
This period will last up to six months and will contain the following activities:
•
Establish the Program Management Committee (PMC) which will meet twice during this period;
•
Establish Institutional Program Coordinating Committees (UdelaR PCC and Dal PCC, respectively) for each
institution and begin bi-monthly meeting schedule;
•
Establish National Advisory Committee (NAC) and begin quarterly meeting schedule;
•
Put in place appropriate financial, communication and administrative procedures;
•
Initiate short-term intensive Spanish instruction for participating Canadians;
•
Engage ACAP and coastal communities in initial dialogues;
•
Conclude bi-lateral agreements between the Universidad de la Republica and Dalhousie;
•
Conduct National Baseline Workshop on Coastal Zone Management as the concluding activity for the inception
phase. The workshop will be centered on research papers commissioned from government agencies and Uruguayan
academics on the topics relating to the state of ICZM in Uruguay. Topics may include: coastal and ocean policy in
Uruguay, integrated coastal and sea use planning, communities and co-management, ecosystem based
management, conflict management, the role of gender in coastal management, an assessment of communitygovernment relations and a global review of major academic programs. The overall purpose of this workshop will
be to clearly define the starting point for this project so as to measure project results as they are achieved.
Phase II, Capacity Building
This period will last up to 24 months, will involve program design and curriculum development and will include:
•
Continuation of semi-annual PMC meetings to guide program development and management plus bi-monthly
meetings of UdelaR PCC and Dal PCC to address specific academic, curriculum and program issues;
•
Planning and execution of two curriculum development/training workshops that will focus on: 1) core courses,
component modules, reading and teaching materials and thesis requirements; 2) elective courses that would
include new courses or adjustment to existing courses;
•
Planning and execution of a third workshop on interdisciplinary teaching methodologies and a follow-up meeting on
curriculum validation to review and assess the curriculum developed thus far;
•
Reviewing and planning for Pilot Projects in collaborating coastal communities, involving ACAP and government
officials in addition to university personnel;
•
Identification of degree program faculty at UdelaR and development of degree program regulations and course
evaluation systems;
•
Library needs assessment to identify required core materials and commence the process of materials acquisition;
•
Acquisition of teaching technologies and equipment for the teaching of core courses;
•
Mutual faculty exchanges for the purpose of curriculum development and teaching methodology training;
•
First of three NAC workshops;
•
Promotion of the existence of the Master’s Degree in Coastal Zone Management and recruitment of Uruguayan
students, including employees from appropriate government agencies, coastal communities and the private sector.
Phase III, Program Implementation in Uruguay
Implementation of the ICZM Master’s Degree Program will occur over a 24 month period with the initial class drawn only
from Uruguay. Specific activities will include:
•
Finalization of teaching and course materials with translation into Spanish, by UdelaR, of all necessary documents;
•
Admission of Uruguayan ICZM graduate degree students;
•
Full pilot project implementation;
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•
•
•
•
•

Delivery of core courses in Spanish and English over a two-year period by Uruguayan and Canadian instructors,
including detailed evaluation by students and faculty;
Elective course offerings in Spanish by Uruguayan instructors;
Initiation of a mid-term evaluation of the project;
Continuation of PMC, UdelaR PCC, Dal PCC and NAC meetings according to accepted schedule plus second NAC
workshop;
Graduation of the first class of ICZM graduate students.

Phase IV, Regional Implementation
The project’s final 12-month phase will move to include a regional student body. Specific activities will include:
•
Admission of students from Chile, Argentina and Brazil;
•
Continuation of PMC, UdelaR PCC and Dal PCC meetings according to their individual schedules;
•
Quarterly NAC meetings and the convening of a third workshop;
•
Completion of all library materials and equipment purchases;
•
Final project evaluation workshop.
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Notes to Budget by Program Component
Administration: The project budget includes support for a half-time project coordinator for the first three years of the
project, and reduced support for this function for the final two years. Also included is a portion of salary recovery for the
time the Project Director commits to administrative responsibilities, 2 days/month budgeted at $400/day and cost-shared
on a 75%/25% basis between Dalhousie and CIDA (CIDA’s share being $100/day). Included as well within this budget line
are the travel costs associated with two Program Management Committee meetings per year, plus support for office
materials, supplies, and communications needed for the project. Finally, funds have been included in the first year to
enable the two project directors to attend the AUCC Project Directors’ meetings in Ottawa.
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Graduate Program Design and Definition: The inception phase of the project will be used to undertake preliminary
work needed to begin the project and properly design and define the parameters of the graduate program. Funds are
included in the budget to support the non-administrative faculty involvement in an inception mission which will begin the
program definition process, identify baseline studies which need to be undertaken, and introduce all Canadian, UdelaR,
government participants, and external stakeholders within coastal communities to each other. Also included are funds to
support a workshop in Uruguay at the end of the six-month period at which the baseline studies will be reviewed and plans
for curriculum development will begin.
Curriculum Development/Training/Team Teaching in Canada and in Uruguay: Included within this budget line are
the costs of two curriculum development workshops which will be held in Uruguay in the first and second full years of the
project, respectively, and one workshop on interdisciplinary teaching methodologies (the latter two workshops will be held
back-to-back to reduce travel costs). The first curriculum development workshop will be used to identify needed core
course curricula to be developed, and formulate plans for that development. The second, held in conjunction with the
teaching methodology workshop, will share progress and evaluate the core curricula, and assess the elective courses which
will be offered through the graduate program. The teaching methodology workshop will expose all faculty to interdisciplinary
teaching methods, such as simulations, interdisciplinary field exercises, and case study analysis. During years two, three
and four, partner faculty will travel to Halifax to engage in individual capacity building and follow up on curriculum
development plans identified during the workshops. The budget allows for six faculty members to come in each of the three
years (18 total), for an average period of two months each. The majority of those coming will be UdelaR faculty members,
but some of the visits will involve advisors from the regional universities in Chile, Argentina and Brazil to ensure the regional
applicability of the graduate program over the longer term (personnel time contributed by these institutions is reflected in
the “Other” column). Included here, as well, is some funding to allow Uruguayans to travel to Argentina, Brazil and Chile to
pursue additional curriculum input. Workshops will be conducted and a strategy developed to pursue external scholarships
for students from organizations such as Mercosur, UNESCO, IADB, IDRC, etc. Finally, this budget line includes the costs of
Canadians traveling to Uruguay to team teach with UdelaR faculty during the initial offerings of the ICZM graduate program.
The budget allows for 5 Canadians to travel to Uruguay in each of the final three years of the project. These trips have
been budgeted for two weeks, and are cost-shared with the Community Outreach/Pilot Projects (see below), as both
capacity-building activities will be undertaken during these trips.
Canadian Public Engagement: A small amount of funds has been included in this budget line to support some of the
public engagement activity which will take place within the 14 ACAP communities (public presentations, workshops,
newsletters, and reports) and public presentations offered by Dalhousie through the DAL Outreach program and other
venues.
Resource Identification/Acquisition: The planned program will require upgrading of library capacity in Coastal
Management at UdelaR in two areas: holdings and access to current journals. Funds have been set aside for the former and
an arrangement has been struck with Dalhousie’s University Librarian to allow access via the Internet to selected current
journals received by Dalhousie. A similar sort of access may also be available through Ecoplata, which is supported by
IDRC. In addition to library resources, the budget allows for the purchase of some equipment which will be dedicated to the
new graduate program, such as computers and printers for student and faculty use, copiers and or scanners, etc. Also
included is the discounted (due to tax-free status of the university) price of a 12 passenger van which will be essential in
ensuring student and faculty, both during the project and after, are able to work with coastal communities. The pilot
project areas, for example, are up to 200 km from Montevideo.
Community Outreach/Pilot Projects: These projects will be the cornerstone of the proposed teaching program. Outreach
will commence immediately upon project approval in order to ensure that community issues and concerns become
integrated into the planned program and become an ongoing component of the project. Funding will be used to conduct
workshops, run public meetings, deliver short-term training sessions for local personnel, create newsletters and initiate
cooperative activities that test ideas and planning concepts, in addition to addressing local coastal zone management issues.
Funding is also included to support ACAP participation in these projects, budgeted at two trips for two people over the
course of the project (ACAP personnel contributions are noted in the “Other” column).
Evaluation: This line will cover the costs of the mid-term evaluation.
Policy Development: Policy delineation will occur in many informal ways such as an outgrowth of dialogues, studies, pilot
projects, workshops and other forms of consultation and reflection. One formal approach will be the holding of a regional
workshop planned for the final year of the program which will engage government, university, coastal community and other
stakeholders to draw on program experiences and lessons to provide input into the policy process.
Research: The proposed program is not about research but applied research does have a small but vital role to play in
addressing specific coastal zone issues relevant to the pilot project communities and to ensure such issues are properly
addressed within the curriculum of the ICZM graduate program. It is anticipated that some of this research will involve links
with Ecoplata, Freplata and other research projects.
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UPCD Program – Tier 2 – Full proposal: Budget by expense categories (entire project period)
Lead CI:
Dalhousie University
Project title:
Sustainability of Uruguay’s Coastal Zone

EXPENSES

CIDA
$ (000)

PERSONNEL COSTS
(including
overhead,
54% on-campus and
35% off-campus)
PROJECT
EXPENSES

228,406

Developing country:
Uruguay

CI
%
Max
50%

$ (000)

38%

375,618

%
Min
50%

DCETO

OTHER

TOTAL

$ (000)

$ (000)

$ (000)

318,400

34,000

956,424

Total
100%

62%

DIRECT

Travel (transportation,
accommodation,
per
diem)
Capital expenditures
(15%
CIDA
funding,
recommended
maximum)
Consultants
Training
Allowances
in Canada
Consumables,
Materials, Supplies &
Communications
Other: Misc. Meeting,
Workshop,
&
Pilot
Project
costs,
and
Public
Engagement
costs
SUB TOTAL
DIRECT EXPENSES
CONTINGENCY
(5% CIDA funding)

288,253

0

8,000

0

296,253

150,000

2,500

0

0

152,500

82,000

4,000

1,000

0

87,000

74,520

0

0

0

74,520

91,583

2,500

9,000

0

103,083

60,333

58,600

17,000

0

135,933

746,690

67,600

35,000

0

849,290
24,904

24,904
Max
70%

TOTAL
(Percentages based on
CI
and
CIDA
contributions only)

1,000,000

69.3%

Min
30%
443,218

30.7%

Total
100%
353,400

34,000

1,830,618

Notes to the Budget by Expense Category:
Personnel Costs: The UPCD portion of personnel costs include administrative personnel costs as well as costs for
Dalhousie faculty directly related to program activity and implementation. Administrative personnel include a portion of the
time of the Canadian Project Director (budgeted at 2 days/month at $400/day, cost-shared 75/25 Dalhousie and CIDA, with
the CIDA portion equal to $100/day) and support for a part-time Project Coordinator for the first three years of the project,
followed by some additional funding to support the financial administration of the project in its final years. Where Canadian
faculty personnel recovery costs have been charged directly to CIDA, they have been cost-shared a $300/$100 basis using
an average daily rate of $400/day ($100/day recovery charged to CIDA). In many cases, 100% of the Canadian personnel
costs have been budgeted as in-kind contributions. Overhead charges of 54% have also been included under personnel
costs, in part as CIDA direct expenses and in part as in-kind contributions. The contributions of UdelaR faculty have been
calculated at a rate of C$200/day, as have the contributions which both the ACAP personnel and the Regional Advisors will
make to the project (in the “Other” column).
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Travel: Travel Costs include the costs of Uruguayan participants traveling to Canada for training and curriculum
development; the costs of Canadians traveling to Uruguay to participate in workshops, team teaching, project management
and pilot project activities; the costs of the Regional Advisors coming to Uruguay to participate in workshop and other
activities; and some of the local travel costs associated with the pilot project activity. Project activities will be organized in
such a way as to minimize frequency of travel, e.g., project management meetings and community outreach activities will
be organized in conjunction with other training and workshop activities.
Capital Expenditures: The project budget provides support for the acquisition of library resources, both through direct
purchase and through internet access to a select number of journals subscribed to by Dalhousie; some computer and
related equipment for the dedicated use of the new graduate program; and for the purchase of a 12 passenger van to
support the outreach work with coastal communities, some of which are quite distant from Montevideo.
Consultants: The project provides financial support for a) translators to be used in formal workshop, community meetings,
and some other settings in Uruguay, b) a Halifax-based Spanish teacher who will tutor participating Canadian faculty in
Spanish, and c) the mid-term evaluation.
Trainee allowances in Canada: This line includes the living and other allowances which will be provided to Uruguayan or
regional participants who will be undertaking short-term training in Canada.
Consumable materials, supplies, communications: The project budget provides support for materials and supplies
which will be used in the pilot project and research activities, in the development of teaching materials, in the training and
curriculum development workshops held in Uruguay, and for administrative purposes at both institutions.
Other: As indicated, this line includes support for some meeting, workshop and pilot project expenses (venues, equipment)
not covered under other lines above (in Canada and in Uruguay), and the direct costs of public engagement activities.
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