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ABSTRACT

The opening of the IAME  Conference (November, 2002) in Panama, coincides with the successful completion of the first IBRD project in Latin America aimed to the modernization of the maritime and port environmental management through the integration of all the concerned State parties in one given country (July, 2002). In this case, such country was Uruguay, which was selected by the pilot project due to its high economic and environmental priority in Latin America, allocated to the marine and coastal-port environmental management. 

In essence, the Marine and Coastal-Port Environmental Management Project (MCMP) included three major areas:

· Maritime Traffic Management

· Port Environmental Improvement

· Institutional Matters 

The “Maritime Traffic Management” approaches the need to enhance information systems, including hydrographic, cartographic and maritime signaling issues. It also encompasses all issues related to contingencies resulting from the spill of oil and harmful and hazardous substances. Under the title “Port Environmental Improvement”, the need was identified to address both the overall environmental management problem in the main ports in the country, and discharges, either caused by nature or by human activities. As far as “Institutional Matters” are concerned, and taking into account the number of governmental agencies involved, the need was assessed to join efforts for the benefit of a properly coordinated maritime environmental management. One of the most interesting approaches consists of identifying the possible environmental damage in each area, as well as the eventual reduction that should suit the economic value of such damage. 

This presentation does not intend to describe the referred Project (MCMP), which is rather extensive and complex from a technical standpoint, but just to emphasize the applied methodology and subsequent results. It’s a first experience so there’s not hypothesis yet: it’s so early. This Paper assigns a priority to economic components, and to a lesser degree, to institutional and environmental components (GEF), leaving aside on purpose the technical aspects of the maritime and port components that were an essential part of it. This allows, eventually, to justify the need and suitability of this type of integrated and multidisciplinary surveys, while indicating possible methodologies and obstacles encountered throughout this new process undertaken within the framework of a strategic assistance agreement between this country and the World Bank itself. The successful development of this method would enable to validate the efforts of the World Bank and would make possible its application in other Latin American countries and developing countries in general. 

I. CURRENT SITUATION

In the late nineties, Uruguay was at a crossroad as far as its maritime and coastal environmental management in general was concerned. There were a series of problems that included contamination from vessels; depletion of fishing resources; lack of capability for emergency solutions at sea and in the ports; inadequate information, navigational and safety systems, as well as an institutional and management structure split among various organizations. 

Some notorious maritime incidents that took place in the jurisdictional waters of the River Plate and the Atlantic Ocean, were certainly the consequence of failures in the maritime traffic management system: in 1997, the running aground of the B/T San Jorge caused a thousand-ton oil spill that affected beaches and ecological reserves on the Uruguayan shore; in 2001, the sinking of the “Valiente” minesweeper after colliding with  B/M “Skyros”, with the subsequent loss of several human lives, reflected a multiplicity of deficiencies on maritime safety and control systems managed by the Uruguayan Navy. Every year, thousands of vessels use the River Plate access navigation channels in front of the Uruguayan coast. Thus, it seems hard to believe that a sector with such traffic density had not been adequately mapped and lacked reliable batimetries; however, that was the actual situation, worsened by the absence of an updated positioning equipment (VTS), pushed into the background among the various priorities of responsible institutions. 

Coastal and port environmental management issues, particularly at the Montevideo Port, as a matter of priority in this survey, constitute one further important handicap that has even affected its own competitiveness. This involved a series of unsolved issues, such as the processing of vessel and cargo waste, the handling of hazardous materials, the tenths of abandoned and semi-sunk ships that are characteristic of this port, the spills of oil from the refinery and organic waste from several waterways and the municipal sewage system into the Montevideo bay. All of which adds up to the huge sediment discharge into the River Plate from its gigantic basin, that includes the so- called Paraguay-Parana Waterway. There are dredging problems for maintaining the access channel and the Montevideo bay, as an adequate operation requires to know how much and how should be dredged, as well as its final disposal.

Institutional issues, that are never properly undertaken in the developing world, were certainly the cause of a major part of the above mentioned Uruguayan problems. A hard-to-believe diversity of public institutions that share operational responsibilities and surveillance and control functions through the use of the facilities and resources of contributing users, which are ultimately public resources, in such a disperse manner that could not result in a profitable investment by the community. No updated schemes were available on either maritime management or maritime and port environmental management, particularly on coastal areas and at the level of integrated management. 

A first approach may allow to establish that contamination prevention, the protection and preservation of live marine resources, and the capability to face marine environmental emergencies require, among other things, the availability of information and communication systems; navigational aid and safety elements; a consolidated management structure, with previously assessed and standardized regulatory frameworks and procedures, as well as the necessary quantity and quality of human, material and economic resources involved in a successful contribution to any country’s socioeconomic development. 

Within the above framework, in 1999 the World Bank endorsed the financial assistance to the Uruguayan government for the updating of the marine and coastal-port environmental management. This should be accomplished with the less possible tariff impact on maritime and river transport, as well as on port operations, which remains the final purpose of the whole system. 

Until then, the IBRD had developed its port and maritime environmental projects separately, without assigning them any priority within the surveys funded by that organization. This approach can be easily understood in the case of Latin America, due to the presence of compartmentalized and tightly closed administrations; it is also possible to foresee the new obstacles arising from this new type of integrated strategy, involving multidisciplinary sectors, institutions and concerns. 

In all cases, the environmental component was the benchmark for the development and management of projects directly or indirectly affecting the general marine environment and coastal interface. The final result consisted of a product that allowed for generating a whole set of projects and recommendations. 

Al these projects and recommendations were assessed in terms of their justification and financial feasibility. Although the result reflected in concrete projects and recommendations, the program was assessed as a whole, and projects were ranked according to their impact and feasibility. These concrete projects aimed to create positive effects in connection with:

· The enhancement of navigational conditions involving: 

· The reduction of possible accident occurrence

· The increase of the country’s economic attraction as result of improved navigation times, the attraction of vessels due to improved safety conditions, the reduction of vessels’ costs, etc. 

· A better response capability vis-à-vis accident contingencies, leading to the reduction of their physical impact. 

· The reduction of the direct environmental impact, resulting in a lower occurrence, less impact of accidents whenever they occur, and environmental enhancement through direct actions.

II. SURVEY AREA  

The survey area covers the river-maritime region of the Atlantic Ocean, the River Plate and the Uruguay river. This includes the Uruguayan waters, seabed, inter-tide areas, coastal interface and commercial ports. The River Plate is the mouth into the sea of the extensive Plate Basin, which includes a large part of five countries in South America (Argentina, Bolivia, Brazil, Paraguay and Uruguay), as well as the most important regional waterways –Paraguay-Parana and Uruguay-, and, as the last portion of such hydrographic system, receives a high sediment flow. The River Plate ecosystem is a particularly complex and variable one, due to the interface between river and sea water that takes place in it.    

III. INVOLVED INSTITUTIONS 

The Uruguayan public institutions that were involved as a Counterpart, were the Planning and Budget Office of the Presidency of the Republic (OPP), the National Port Administration (ANP), the National Direction for the Environment (DINAMA) and the National Navy, as well as their main concerned departments, such as the National Navy Prefecture (PNN), the Oceanography, Hydrography and Meteorology Service of the Navy (SOHMA) and the Signaling Service (SERBA).

IV. PURPOSE 

The final purpose was to provide a reference framework for the enhancement of the maritime environmental management by means of adequate investments and institutional strengthening, pursuant to the strategic assistance to the country (AEP), set forth between the government of Uruguay and the World Bank
. 

The IBRD initially designated this project as Coastal Contamination-Fisheries (February 1999), but the fishing sector was later broken down into another parallel project.  The objectives addressed by the IBRD were: 

· Environmental improvements in ports, and prevention and control of ship wastes;

· Oil spill contingency plans and strengthening of emergency response capacity;

· Improved storage, handling and transport of hazardous materials and wastes;

· Updating and completion of the naval cartography along the Uruguayan coast;

· Establishment of a satellite-based and/or terrestrial electronic marine information infrastructure (EMII);

· Regulatory and enforcement strengthening, and

· Institutional capacity building, particularly in those areas where integrated coastal and marine management was promoted.

The above translated into Specific Objectives that can be summarized as follows: 

· The improvement of information systems in order to provide for a safe navigation along the Uruguayan jurisdictional waters.

· The development of an adequate environmental management in the country’s ports. 

· The implementation of means to prevent and reduce contamination in coastal areas. 

From the standpoint of the Uruguayan government, the first general purpose of the Maritime and Coastal Management Survey was to avoid economic losses in those activities related to port, maritime and coastal areas. According to the identification of possible economic losses, particular objectives establish a distinction between the economic activities using resources from coastal and maritime areas, such as tourism or fishing, and those activities related to the transport of persons and goods, especially at the Montevideo Port.

The second general purpose of the Survey was to avoid irreparable environmental losses. Such environmental losses may come, on one part, from contamination arising from the usual ship and port operations
, or from accidents, particularly involving oil transport.  Therefore, environmental enhancement in the Montevideo bay area and in the maritime and coastal areas were identified as particular objectives; in the latter case, the environmental enhancement concept, besides including the reduction of direct contamination, also encompassed the reduction of accident risks and preventive activities in case of occurrence.

Environmental enhancement is an objective by itself, while the environment is assessed by individuals independently from the economic activities that take place in it.  The expected results for achieving the objective of maintaining and improving environmental quality, partly coincide with the expected results for reaching the purpose of avoiding economic losses, as both aims involve the resource preservation. These results are the reduction of direct contamination, of accident risks and of the impact of potentially contaminating accidents. 

The economic effects of both objectives may be limited by the reduction of likely accident occurrence or the decrease of its impact. The economic value of these effects is equivalent to the willingness of the country’s inhabitants to pay for reducing or eliminating consequences. Therefore, attempts were made to identify the economic benefits derived from the proposed projects and, whenever measurable, the willingness of citizens to pay for reducing or eliminating the negative effect, which, among others, may involve: 

· Loss of human lives

· Deterioration of coastal environment

· Deterioration of marine environment

· Deterioration of bay environment

· Loss of ships and cargo

· Loss of tourism activity

· Loss of fishing activity

· Economic losses for not using navigation ways and ports 

In the Uruguayan case, both tourism (around 20 percent of GNP) and fisheries (5 percent of GNP) have a special significance. Tourism depletion may be considered as a direct consequence of the deterioration of the coastal and marine environmental quality, but is seen as a different economic effect. Actually, the existence of a non contaminated coastal and marine environment constitutes an economic benefit for people who enjoy it, but on the other hand, there may be people who are unwilling to pay for an adequate environmental maintenance, although they enjoy their vacations at the beach
.  A similar reasoning applies to fisheries. 

Finally, the Survey proposed a series of recommendations and projects aimed to achieve the above mentioned results. Among them, a Maritime Component that should include:
· Recommendations for the Improvement of the National Contingency Plan. 
· Recommendations on a Project for the Establishment of an Integrated Support Information System for Maritime and Coastal Management. 

· Recommendation on an Option for Improving the Navigation Aid and Maritime Traffic Control System. 

· Project for the Improvement of the Signaling System through an Automatic Beacon and Buoy System. 

On its turn, the Port Component included: 

· Recommendations for the Improvement of the Handling System of Hazardous Goods and Toxic Substances and Fire. 

· Recommendations for preparing a Project for Improving the Management of Ship and Cargo Waste at Uruguayan ports. 

· Recommendations on the Improvement of the Port Sector Cleaning System. 

· Recommendations for Improving the Management of Abandoned Ships. 

· Recommendations for preparing a Draft Plan of Water Environmental Monitoring in the Montevideo Bay. 

· Project for the Optimization of Dredging Activities at the Montevideo Port. 

Likewise, three cross components covering the whole Survey were also included: 

· Global Environmental Fund component  (GEF)

· Socioeconomic component 

· Institutional component  

As it can be seen, the Survey had some complexity, not only because of the issues involved, which were often interconnected, but especially due to the varied range of public institutions that managed them, often with unclearly limited interests and opposed to each other. This became evident when the Counterpart assigned priorities to the recommendations proposed for the Maritime and Port Components. 

V. SCENARIOS

Based on the analysis of ship movement in Montevideo and Buenos Aires, one basic scenario and one optimistic scenario for the next 10-year period were prepared. 

The basic scenario includes the assumption of a ship movement stagnation during the next three years (2003-2005), which happens to be the most realistic estimate taking into account traffic stagnation cases since 1998.  As of year 2006, the ship movement growth is assumed to recover at a 2 percent annual rate. The optimistic scenario addresses a traffic growth at a 2.5 percent annual rate as of 2003.  

VI. ALTERNATE  PROJECTS

One of the problems that arose was the time lag between the IBRD’s initial draft (1998), where the Survey was originally conceived, and its implementation (2002). For such reason, consideration should be given to the measures adopted and developed by the Counterpart as from the design of the project itself and the preparation of TORs, until its final completion four years later (1998-2002). 

Short and medium term analysis as intended, require traffic and port activity forecasts, as well as their connection with navigation conditions, port competitiveness and user activities (in Uruguay, the case of forestry should be noted, as it foresees the export of several million tons in the next few years).  Likewise, attention should be paid to changes in the organization of activities, the type of vessels, environmental requirements, state-of-the-art technologies, binding international agreements, best practices and their corresponding costs, as well as the associated results or benefits.

The methodology requires a comparative analysis and choice justification. Several variables were considered in connection with the possible funding of investments and current activity from funding sources and types of organization (public service, regulations and standards to be complied with by involved agents and outsourcing cases). Finally, objectives and standards to be met and follow-up indicators (performance monitoring) for the selected option were detailed. 

As to the alternatives, the steps taken were:

· To link the effect of each project (and of the program as a whole) with the specific benefits to be obtained. 

· An attempt to measure the contribution of this alternative to the achievement of objectives (improvement of navigation safety, involving the reduction of possible accidents in a given percentage; contingency plans of various types reducing the effect of such accidents by 50 percent; establishment of the average loss of human lives; average allocation of such activities as tourism, according to their decline in days per year, etc.). 

Although the best practices have already been defined, they are not always feasible due to their associated costs and some restrictions in their implementation. Therefore, in some cases it is advisable to set different standards. The idea is to determine the expected benefits for each of such cases, as defined in the previous item. 

The following was required:

· Record of maritime accidents (Lloyd’s). Records of each accident, including the type of wrecked ship, the jurisdiction where the accident took place (which in the River Plate case may be either Uruguayan or Argentine, due to their shared sovereignty), damages, institution intervening in the accident, rescue, environmental recovery, etc., indemnities, identification of the authority involved, applicable international agreements, liabilities of ship owner, crew, maritime authority, etc. 

· Ship movement in the coastal area.  This included the various types of ships sailing either to Argentina or Uruguay, as well as those that navigate along the Waterway.

· Eventual identification of other terrestrial contamination sources (urban sewage, industries, etc.). 

The determination of ship movement and their features should allow for creating an analytical model to indicate which ships were likely to undergo accidents in the coastal area, taking into consideration their draft, navigation gear, etc., as well as current information conditions for navigation, navigational aid systems, etc. 

Attempts would also be made to create a preliminary model of the environmental impact caused by accidents and by the normal operation of ships. Such impact should be assessed together with the analysis of terrestrial contamination sources, as environmental quality is the result of the action by all contaminating sources, and remains specific of each given coastal area. 

On the other hand, the intent was to determine the effectiveness and cost of mitigation measures adopted. The irreversible effects of accidents on the environment were determined and later compared with the above analytical model, including the accident record, for its further use as a tool to simulate the introduction of the measures proposed in the projects.

The no-project costs correspond to:  

· Accounting (financial) costs of the institutions participating in the environmental management.

· Social costs not previously considered, related to externalities.

· Costs resulting from the non optimal management of fishing resources.  

· Costs resulting from the inefficiency of an inadequate institutional framework. 

A key issue for economic assessment is the definition of the current environmental quality (both coastal and port) and its associated costs. Cost-efficiency and cost-benefit analysis required a definition for both the project and no-project situation:

· Environmental standards in the coastal and port areas. 

· Navigation safety standards.

· Port management standards. 

· Standards of possible application in the above areas and their relationship with the various projects and costs, as well as with the required institutional modifications.

· Applicable standards when no measures are taken. 

· Standards and expenditure in the countries in the region and in similar countries in connection with the above mentioned areas. 

As far as traffic is concerned, information was collected on the movement in the project area of those ships that could eventually be involved in accidents with environmental impact. The movement of tankers was considered separately, due to the greater impact of this type of accident on the environment.

Montevideo Port - Year 2000:

· Less than 2000 ships/year: meaning an average of 5.5 ships/day (without taking fishing boats and passenger liners into consideration). 

· Among the above,  there are 150 tankers

· Approximately 2000 arrivals of fishing boats

At the José Ignacio oil buoy (Dpt. of Maldonado):

· Between 15 and 20 annual operations in recent years 

· Steady unloading of around two million cubic meters of crude 

Trunk navigable way (Buenos Aires and access to the Paraguay-Parana Waterway and to the Uruguay river)

· 4800 cargo ships/year

· Among the above, there are 900 tankers

· 1200 trips of passenger liners (Uruguay – Argentina river traffic)

Accidents occurred where the Search and Rescue Service of the Uruguayan Navy participated (SAR Service). The following table includes the so-called major accidents (careening, running aground and collisions), as well as minor accidents (sinking of smaller and sport boats, surfers in trouble, etc.). 

	
	Nr.
	FLAG
	LOCATION
	PERSONS

	
	
	Uruguay
	Argentina
	Other
	Atlantic Ocean
	River Plate
	Uruguay River
	Other areas
	Involved
	Rescued
	Deceased
	Missing

	1995
	11
	5
	4
	2
	4
	7
	0
	0
	64
	54
	8
	2

	1996
	12
	2
	10
	3
	5
	6
	1
	0
	47
	44
	2
	1

	1997
	26
	12
	6
	5
	17
	7
	2
	0
	205
	129
	76
	0

	1998
	29
	4
	9
	11
	10
	15
	4
	0
	109
	104
	3
	2

	1999
	25
	8
	5
	9
	15
	8
	1
	1
	56
	50
	5
	1

	2000
	28
	12
	6
	7
	15
	11
	0
	1
	209
	123
	28
	5

	2001
	101
	43
	39
	19
	40
	52
	8
	1
	181
	57
	1
	1


SOURCE: Uruguayan SAR Services

NOTE: change of recording approach in year 2001

Four major accidents should be mentioned in recent years: 

· Estrella Pampeana
 (1999)

· Litoral
 (1996)

· San Jorge (1997)

· Skyros and Valiente (2000)

The two first cases took place on the access channel to the River Plate under Argentine jurisdiction, while the other two occurred under Uruguayan jurisdiction. Except for the Skyros and the Valiente (bulk cargo and warship, respectively), the others were tankers. The effects on the coast and the River Plate were of a varied nature, while tanker accidents had an environmental impact on Uruguay. 

In brief, the type of accident causing the greatest damage has been identified: 

· Dead at sea.  Recorded casualties correspond to the so-called minor accidents, except for the case of the Skyros – Valiente collision.

· Irreparable environmental damage.  The San Jorge accident is a case to be noted, as it caused environmental damage in the Uruguayan coasts, although “officially” they were repaired. The estimate operational cost of removing the crude oil spill amounts to 3,8 million U.S. dollars. 

· Losses in environment-related economic sectors.  The B/T San Jorge accident represented a potential impact on the tourism activity, as it took place on the early days of February. Apparently, the fishing activity was not significantly affected, except for the local craft traditional fisheries. 

· Economic losses due to obstacles to navigation. None.

VII. RESULTS OF THE ENVIRONMENTAL COMPONENT

A. GEF approach

Efforts were made to identify those proposed activities that were consistent with the objectives and practices of the Global Environment Facility (GEF), addressing considerations that would allow them to be funded by the Program. Thus, a matrix was prepared that would include the identified activities and their assessment according to GEF and national strategic priority criteria (see slide).

The Global Environment Facility, was experimentally established in 1991 and reorganized the year after the Rio Summit. The GEF concentrates financial resources to be donated to developing countries for their use in environmental management projects that go beyond the interest of the beneficiary country.

The item on the “protection of international waters”, and particularly the Operational Program on “Coastal, marine and river ecosystems”, and to a lesser extent the Operational Program on “Contaminating substances”, include fourteen specific objectives
 resulting from the technical components that, if considered as a priority by the Uruguayan government, would make possible to receive GEF donations related to technical assistance, personnel training, applied research, technology transfer and institutional strengthening. 

B. Specific GEF objectives

The Survey provides for the development of specific objectives tending to delete or reduce the above mentioned potential hazards by means of innovative technology and applied research, aimed to a more efficient administration of maritime and port environmental management processes. 

All these activities will be associated to an intensive training of the personnel involved, who should extend their knowledge and exercise in the use of more advanced technological instruments. Likewise, the institutional strengthening of various state organizations that will play a future coordinated role has been provided for. It was particularly deemed suitable that DINAMA should assume the coordination of the Project, while the corresponding decentralized execution would be the responsibility of the Navy through its subordinate institutions (PNN, SOHMA and SERBA), and the ANP. Both organizations could become the executing agencies of the future project components, one of them in the maritime ambit, and the other in the port ambit, and should supplement each other in those cases where common sectors exist. 

This project counted on the participation, less intensive but with obvious interest, of other stakeholders related to the maritime and port activities (oil companies, ship owners, shipping agencies, port operators, naval repair shops, merchant marine personnel, etc.) and to social activities (municipalities), who would ultimately benefit from the concrete outcome of the project, viewed as a specific product of daily application.

· Improvement of the Navigation Aid and Maritime Traffic Control System:  The purchase and installation of six radar devices for the STM system, four AIS system stations and one DGPS, as well as the strengthening of the Coordination and Control Center and personnel training, would take place during the first two years of the Project. The design of a Traffic Separation Device, jointly with the Argentine Republic, will require more extensive proceedings, both at bilateral level and in connection with its presentation to the IMO, and would therefore take place during the second and third years.  

· Improvement of the National Contingency Plan: The acquisition of equipment for the airborne surveillance and monitoring system would take place during the first year, while personnel training and institutional strengthening would be implemented as from the second year and would continue until the Project’s completion. 

· Establishment of an Integrated Support Information System for Maritime and Coastal Management: The acquisition of the necessary equipment for this System, SIG, buoys and sensors and personnel training, would take place during the first year, while the system management, the creation of two databases and data broadcasting, would start as from the second year and would continue until the Project’s completion. It should be noted that, although from a technical standpoint, when dealing with the Maritime Component,  it has been considered that this issue should be developed within a five-year period, from the GEF Project viewpoint it should be restricted to three years. This is so as the activities scheduled for the fourth and fifth years are rather scarce and it would not be profitable to keep PEU operating at a high cost for training activities and the acquisition of some equipment that could take place on the third year. 

· Electronic Nautical Chart: The acquisition of the specialized software and personnel training would take place during the first half of the first year, while the development of the CNE would occur as from the second half of the first year and would continue until the Project’s completion. 

· Follow-up of Spills at Sea: The acquisition of the software for the follow-up of spills at sea and personnel training would take place during the first half of the first year, while data entry and model running would be accomplished during the second half of the same year. Stocastic and path running could start upon the completion of data entry, and this task could last for about six months. As from that moment, the software would be available to perform any actual running in case of a maritime accident involving oil spills.

· Environmental Sensitivity Maps: The design of the environmental sensitivity maps would take place during the first half of the first year, the compilation of biological and oceanic information and their entry into the database could take twelve months, and maps could be issued as from such date. 

· Automation of the Beacon and Signaling System:  The acquisition of the relevant material and its installation would take place during the Project’s first year, while personnel training activities would be performed during the first two years, and the preventive maintenance of the equipment would be permanent from its installation until the end of its life-span, far beyond the Project’s completion. 

· Improvement of the Handling System of Hazardous Goods and Toxic Substances and Fire: The drafting of plans, manuals and technical guides, as well as port personnel training on the handling of hazardous goods, would take place during the first year of the Project. Equipment acquisition and infrastructure development would take place throughout the first two years. The control of EIAs and the adaptation of computerized systems should start on the first year and be maintained on an ongoing basis. 

· Improvement of Ship and Cargo Waste at Ports:  All the activities related to this Specific Objective would take place during the first year of the Project’s development. As from that time, only one task would remain pending, consisting of the due control exercised by the competent authority on the company responsible for cleaning, as well as on port operators and ships. 

· Improvement of the Cleaning Plan for Port Sectors: The development of a Cleaning Plan and cleaning schemes for port operators would take place during the first six-month period, and a monitoring system would be further implemented in order to follow-up their application. 

· Management of Abandoned Ships: The establishment of regulatory frameworks, procedures and standards, as well as equipment acquisition and positioning of mooring bitts and buoys, should be implemented during the first year, and a further control of ships at port should be performed from then on in order to avoid anomalous situations. The removal of existing sunken hulls and dredging works should be accomplished during the first two years of the Project. The training of ship surveyors should be more intensive during the first year, and should then continue on a periodic basis.

· Environmental Monitoring Plan of the Montevideo Bay Waters: The determination of the “baseline”, standards for salty water, auditing, inventory of contamination sources and environmental effects, and creation of a database, would take place during the first year, while periodic monitoring and database updating should be accomplished during the second year and on an ongoing basis from then on.

· Improvement of the Dredging Management System: The acquisition of equipment and its installation on dredgers and launches should take place during the first year, while the development of surveys on dredging operations and sediment settling should start on the first year and continue on the second, if necessary.

· Establishment of the Project Executing Unit:: The PEU’s operation, the organization of workshops and dissemination of activities will cover the three years of the Project.

The Survey could not include the funds provided by the counterparts (Uruguay and  others stakeholders: normally it must be around the 70% of the total budget). Nevertheless, it was not difficult to perceive that, due to budgetary restrictions, most of them would consist of contributions in kind, involving permanent staff, offices, spill response equipment, navigational aids, premises, ships, communication systems, general utilities (water, power, gas, telephone, Internet, transport), etc.. Attention was also paid to Project-associated costs that private companies related to maritime and port activities have afforded and will afford. Such costs should be considered as a “counterpart”, and should therefore be include together with government costs. 

It should be noted that GEF does not donate any funds for such activities as infrastructure an general equipment, and that on such basis, the government of Uruguay and the IBRD, as GEF representative, should establish the limits of the “gray area” existing between those activities involving the need for equipment, and those that are considered as a technological innovation. 

The sustainability of the project would be endorsed by the participation of state organizations with competence on the issues to be developed, among which the intervention of DINAMA should be noted as the responsible institution for enforcing national environmental policies. The direct intervention of the Navy and ANP, which are both institutions with a long-dating background and their own human and material resources, also endorse the sustainability of the project after its completion. 

Several Specific Objectives provided for in the Project would allow for future income resulting from their own marketing, such as electronic nautical charts and environmental sensitivity maps, so that their sustainability would be ensured by their own development.  The Specific Objective of Improvement of the Dredging Management System will allow for a cost reduction due to a greater efficiency in dredging operations, and would also decrease environmental costs as a consequence of a better final disposal of dumping material in those areas that generate the lowest possible contamination of the water environment. The Specific Objective of Abandoned Ships Management would provide port authorities and PNN for large savings by preventing ship sinking, thus avoiding significant refloating costs. 

VIII. RESULTS OF THE INSTITUTIONAL COMPONENT

A. Institutional Approach

Based upon the definition of the activities to be accomplished for the fulfillment of the stated objectives, a fabric of responsible and binding institutions should be created. In such sense, it was necessary to become acquainted with and define their operational dynamics, as well as to verify the development of responses facing the most important accidents, which ultimately led to know whether people in charge acted reasonably
. In the determination of options, it should be borne in mind that in general, the greatest the proposed change is, the lower will be the possibility of its effective implementation. 

The theoretical framework for comparing institutional options lies on the theory of transactional costs and institutional economics
. Regulatory options should be developed through regulatory approaches, but should also address those aspects related to the institutional framework where such regulations and regulatory institutions will act. The main aspects to be considered are connected to the possibility that the regulatory agency might  act according to the interest of some particular agent, instead of the general interest, thus leading to what is known as “agency capture”. 
One further key aspect to be considered, is the influence of the institutional structure on the settlement of disputes. In those cases where the judicial system is used to deal with environmental problems and their economic effects, there is a lower regulatory need than in those cases where judicial systems are slow and are not used to this type of problems
. 
For example, on the civil liability for oil damage, the international regulatory framework establishes two widely accepted principles: “whoever contaminates, pays” and “the limited liability”.  

The first principle may already be considered as generally applied in national regulatory frameworks, while the second principle, on limited liability, shows various acceptance levels, consistent with the economic realities of the states and their dependence from sea trade, its volume and the risks that it poses.

Such background cases as the B/T San Jorge accident in 1997, or the more recent one involving the Skyros and Valiente ships (2000), that were resolved in a judicial context that does not take limited liability into account, might result in the medium term decision of ship owners to stop operating at Uruguayan ports due to the high risk of facing unlimited claims, as compared to a volume of trade that is comparatively insignificant in their scale economies.
This discrepancy between public interest in defense of the environment, and economic development, could only be solved through the strengthening of preventive measures, the cost-benefit ratio of which should be assessed within the general context of the economy that depends on sea trade.   
In brief, the various regulatory systems have different associated transactional costs (agency capture cost, costs resulting from inefficient judicial systems that create the fear of expropriation by some agent in case of a legal action, etc.), and should be  compared according to such costs. These transactional costs should be estimated in the light of Uruguayan judicial and political institutions, that are rather slow and not used to deal with environmental problems and their economic effects. 

On the basis of initial data on the regulatory framework in place, and as far as institutional aspects are concerned, it can be seen that Uruguay has not an integrated management organizational structure, while there is no national policy for the protection of the maritime and port environment, which brings about consequences on risk prevention and assessment. 

As to the current situation, de facto and de jure overlapping takes place than emphasizes institutional conflicts and reflects gaps, duplication and dysfunction of involved organizations.  

Institutional conflicts became evident through the application of the SWOT methodology. This analysis considered the juridical and hierarchical nature of the various entities; their level of subordination or autonomy; their responsibility in policy-making; institutional communication channels; their juridical capability for expenditure allocation; the degree of participation in international organizations, and the joint institutional participation and/or overlapping in emergency situations. 

The generally accepted conclusion is that in Uruguay there is no organization responsible for the establishment of guidelines and the control of environmental management, that in some cases have been undertaken in fact by the Maritime and Port Authority, with the consequent risks of efficiency in environmental surveillance. In this connection, the Survey suggests that DINAMA should play a determining role. 

All in all, there are some legal provisions that are not enforced in practice, as well as competence conflicts, some of which arise from legal provisions and others from de facto situations, all of which makes the current management to be far from ideal. Efforts have therefore been made to propose models that can be viably and feasibly put into force.

The exchange between the experts in the legal module and those in the technical module was extremely useful. The main topic of discussion was the adequacy of the domestic regulatory framework or the existence of regulatory and legal voids. The conclusion was that, rather than systematic voids, what exists is a lack of adequate knowledge and interpretation, as well as overlapping and obsolescence. This does not modify the fact that Uruguay is a country with an excessive regulatory burden and with notorious difficulties at the time of applying and enforcing these regulations. Similarly notorious are the obstacles for the application of related international conventions, some of which are still pending of ratification. 

B. Institutional Results

The assumption is that developed countries in general count on an integrated maritime and coastal environmental management, handled by port administrations, transport secretariats or ministries and organizations responsible for the environment, among which there are always coordination mechanisms in place. 

The integrated management concept, as applied to the various environmental sectors such as the sea, the coast, the natural resources, is particularly appreciated in environmental law. It is present in the Agenda 21 (Rio Conference, 1992), as well as in numerous documents from the European Council and the OECD.  Without intending to go into a level of details that would exceed the scope of this Survey, it should be noted that integrated management implies leaving aside competence and regulatory problems related to the hierarchy of rules
.  The idea is to systemically manage a given space, which involves a global analysis addressing a multiplicity of factors and including the environment. Thus, it could be stated that there are two integration levels: one of a global and general nature, that translates into the inclusion of the environment in all public policies, and that consists of a rather intellectual approach. The other one is a second level of concrete management of the space involved; it relates to sectoral and immediate solutions reserved to professionals and strongly required by society. For the purpose of this Survey, a minimal definition of integration should include such premises as “balanced development” and “rational resource management”. To this end, the multiple aspects of environment should become closer by means of legal provisions containing a minimum coordination degree. This is the only way to allow agents to act in a rational and consistent manner, and to avoid compartmentalization of results.

As noted, some ways of approaching an institutional integration should therefore be outlined. For such purpose, it is imperative to count on a minimal institutional coordination. The Survey determines that this scheme does not work properly in Uruguay. There should be an instance for reflection giving rise to strategies, continuity and rationality. The creation of administrative coordination levels, including such schemes as agencies, commissions, ministries, etc.
  would be more debatable.

In general, in Latin American these responsibilities are under the jurisdiction of war navies, and in some cases of naval prefectures (Argentina) and port administrations (Panama). There are a few exceptions, as the case of Costa Rica, where it depends from the Ministry of Public Works and Transport. Brazil is a particular case because, although some responsibilities have been transferred from the Navy to other organizations, the Inter-ministerial Commission on Maritime Resources (CIRM) has been strengthened; its purpose it to coordinate all matters related to the adoption of a policy of maritime resources, including limits of maritime areas, and maritime soil and subsoil living, mineral and power resources. The CIRM is a true collegiate body including several ministries that are coordinated by an Executive Secretariat managed by the Navy, which provides its functions with the necessary continuity and structure. One detail, of no lesser importance, is that it counts with adequate budgetary allocations to comply with its responsibilities. 

Vis-à-vis such context, this Survey has verified that responsibilities in Uruguay are shared by the National Navy, with its two key sections (PNN and SOHMA), ANP, Harbormasters’ Offices and the Ministry of Housing, Territorial Management and the Environment through DINAMA and the Technical Advisory Commission on Environmental Protection – COTAMA (see slide about Diagram of the Uruguayan Maritime-Coastal Organizational Structure). 

In this connection, it was noted that
: 

· There is no organization responsible for the control of the management performed by both institutions, and the presence of DINAMA is actually omitted for various reasons.  

· The two main responsible organizations (ANP - PNN) do neither act coordinately nor have and adequate communication, and there are strong conflicts of interest in some determined areas. 

· Budgets and expenditure in this area are extremely complex, even inaccessible in some cases, which turns it practically impossible to determine their profitability and raises the question on how the State itself carries out its own control action. 

On the basis of international experience and related trends, the most adequate and rational model would consist of the management of these issues within the state sphere, by the organization responsible for transport, under the control of the national environmental authority, and operated and implemented by port authorities. Nevertheless, under circumstances of budgetary restriction, and as it would be not coherent or realistic to state recommendations involving resource duplication, the creation of new organizations, or even the reduction of other ones, the Survey tends to the application of gradual approaches, corrective measures and moderate investment for the proposed solutions. The above applies under the premise that measures to be adopted should be practical, profitable and should serve to solve existing inefficiencies. 

As stated above, the adopted institutional strategy consists of applying a set of measures that, through the strengthening of the capabilities of the involved organizations, should minimize their inefficiencies, improve their management, increase their coordination, reduce duplication, and establish impartial control mechanisms, a fact that is not usually observed in Uruguayan reality. 

Thus, two different inter-institutional coordination levels were recommended: 

· On one hand, the level related to Maritime and Port Environmental Protection issues, on which DINAMA should have coordination and control jurisdiction. In this connection, there is already a regulatory framework that would adequately endorse this approach. This institution is considered to be the only one that could assume such role in a more impartial way, as at present it is not directly involved in this sector.

· On the other hand, the level related to Maritime and Port Safety issues, on which the National Navy should assume a coordination-control role. In the first place, this has been a specific duty of the Navy, which has developed it consistently with both the resources available, and with the regional and national context that cannot be ignored. But there are also strongly pragmatic reasons resulting from a long-dating tradition of presence and even culture of its members, due to the fact that the major issues considered in this Survey are under its jurisdiction. 

It should be noted that PNN is empowered as Maritime Authority and represents Uruguay to maritime safety international organizations (IMO, ROCRAM, etc.), and has assumed the role corresponding to the Flag Registration State, River State and Port State Control. Other Navy services, such as SOHMA and SERBA, contribute to the assistance to navigational safety (cartography, hydrography, signaling, nautical warnings, etc.). 

This Survey has not actually favored rigid coordination schemes, which constitutes a rather Latin American characteristic, thus running the risk of facing bureaucratic obstacles that appear in proceedings that should be expedite. Thus, although the possible creation of coordination mechanisms, the increase or reduction of the roles of some Counterpart members and other possibilities were considered, the decision was not to follow along that path. In several stages of the in-house discussion, and in the presence of concrete institutional conflicts, some Counterpart spokesmen suggested to institutionalize commissions and coordinating bodies in each specific case.  The problem observed in this solution is that, in keeping with the working pace of the authority responsible for the proceeding, and taking into account the risks involved in a discretionary scheme, the trend would be to neither operate nor fulfilling its objectives, as long as their members have not a professional or even personal motivation. Finally, they are burdened with new duties, appointments, deadlines and expenditure, that cannot be redituables
. Therefore, the option was to assign these roles to the two institutions in the current Uruguayan system that were considered to be the most adequate for the purposes of coordination responsibilities.

Whichever scheme be adopted, it should refer a to an integrated management of the Uruguayan maritime and coastal environment. This includes sea and river waters, coasts, living and not living resources, as well as the incidence of terrestrial or marine origin on the environment. This integrated management should take place leaving aside competence problems and regulatory issues related to the hierarchy of rules. At present, the Uruguayan reality shows that the basic premises of a balanced development and a rational resource management, are not applied.  A corporate position of Uruguayan public institutions was expected. In this sense, throughout the Survey they reiterated that most of the problems were due to resource availability and regulatory inadequacy. This Survey has a more attenuated view of the problem, and understood that urgency lied in bringing together environmental issues and legal provisions, under the adequate coordination of the involved institutions, as the only way to avoid the compartmentalization of the various administrative schemes.  

IX. RESULTS OF THE ECONOMIC COMPONENT

A. Economic-social Approach

The economic component was developed by means of verified methods and techniques that were adapted to maritime and coastal issues. The possible benefits of the proposed projects and recommendations were identified, reaching results that assign them a diverse degree of feasibility.
The justification of projects or recommendations, from both an economic and financial viewpoint, was developed along the following criteria
: 

· The resources that may be allocated to alternate uses, and the profitability of which should therefore be justified: reasons for the investment, costs, benefits from suggested recommendations and projects, as well as the result of net profit as compared with a different use of resources available. 

· Any proposed action should be self-sustainable from the financial point of view, otherwise the recommendations would be not feasible. 

The economic analysis tends to determine, from the standpoint of society, the suitability of allocating resources to the proposed activities. It also aims to determine the volume of resources that society is willing to allocate to such activities, and the best possible options for the achievement of the stated objectives, where technical surveys and the identification of institutional restrictions are the main input. The determination of the best sequence of activities is also a product of economic analysis, taking into account the financial restrictions faced by policy executing agencies. 

In brief, the economic and social evaluation of the projects aims to determine the extent in which the resources allocated to some activities contribute to society a greater benefit than the costs assigned to such activities, taking into account the time sequence of said costs and benefits
. 

The various proposals were assessed from the economic-social viewpoint
, for the purpose of justifying their implementation according to the priority assignment of investment or public indebtedness. From a methodological point of view, related accepted procedures were followed, often used by governments to establish their priorities of investment and by multilateral funding organizations to decide the suitability of their allocations to beneficiary countries. 

On the other hand, a financial analysis of the projects was intended, mainly aimed to analyze the concrete possibilities of obtaining resources for them, and the adaptation of the proposals to the expenditure scheduled by the various involved institutions. This implied to consider the generation of income by the project itself, by means of duties, contributions or other instruments, the possible transfers from the institution itself or from third parties, outsourcing or eventual privatization and finally, funding from outside  the institution (national or international).

The economic-social evaluation and the analysis of financial aspects become especially relevant at this moment in Uruguay and the region, taking into consideration the overall economic crisis and the general restriction of state expenditure. Certainly, any decision taken on expenditure or indebtedness should be fully justified as far as its contribution to the solution of significant problems is concerned. 

· Cost-effectiveness Analysis

The cost-effectiveness analysis compares the costs of the projects with some physical indicator on the fulfillment of the objectives. This analysis does not indicate whether the expenditure should be made from the viewpoint of society, or which is the efficient level of expenditure. Benefits are not assessed in monetary terms but rather in terms of physical indicators. In particular, when the level of benefits to be reached is determined (a given level of navigational safety, accident probability, bay contamination level, etc.), the methodology is limited to find the combination of recommendations and eventual projects to achieve such level at the lowest possible cost. 

· Cost-benefit Analysis

Although there are better systems available, the benefit of their implementation may be less than the willingness of society to pay for them (unfeasible from the economic point of view). Therefore, it may be reasonable to establish less ambitious objectives. The determination of the adequate standard should stem from the comparison in updated terms of social costs and benefits resulting from the various project combinations, through what is known as cost-benefit analysis. 

The main problem is that the usual methodology cannot be applied (contingent valuation) in order to value some of the main benefit items (environmental valuation). However, a possible criterion would be to establish ranks based on international surveys developed by similar countries. 

· Multi-approach Analysis

A survey of the MCMP dimension includes multiple objectives. The multi-approach analysis intends to determine the extent in which each project contributes to the achievement of each objective; it serves to compare projects taking into account the relative valuation of their individual importance. The results of the cost-benefit analysis are the input for the multi-approach analysis.

· Logical Framework

It is a widely disseminated methodology at present
, and aims to conceptually determine the contribution of each project to the achievement of stated goals, as well as to define the interrelationship between the projects and the conditions required for their effectiveness. 

The tool used as a basis for the multi-approach analysis intends to organize and clarify the decision-making process starting from a pre-established set of different and excluding options. This program is applied to discreet multi-approach decision-making problems where there is a finite number of options to be considered. 

In order to select one of the various options stated, the decision maker should in turn consider several viewpoints or approaches, which reflect his preferences about certain attributes (either qualitative or quantitative). These approaches may be at least partially contradictory, as taking one or the other as a basis may lead to different conclusions. For example, is the decision is based on a strictly economic approach, the finally selected option may differ from which would be chosen in case of applying an environmental type approach. 

Based upon the definition of options and the selection approaches, a decision matrix is obtained, where each option includes a valuation for each approach. Once this matrix is built up, it is necessary to compare and assign priorities to the criteria and objectives of the analysis. In the first place, the criteria (either qualitative or quantitative) become a common unit, and more or less preferable values are established in each case (based on whether the intent is to minimize or maximize such indicators). In the second place, the structure of criteria and sub-criteria must be established, grouping them according to their greatest degree of similarity. Once the hierarchical structure has been defined, it is necessary to weigh each criteria and sub-criteria, so that the finally assigned weight reflects their respective importance for the decision maker. There are several methods that may be used for assign the weight of criteria, from a direct assignment, a simple ranking according to their importance, or binary criteria matching (hierarchical analysis method). 

After defining the decision matrix, the structure of objectives and criteria, and their weight, the usefulness of each option is calculated and ordered accordingly. This tool allows for knowing how to reach the final ordering of options, which are the criteria leading to such result, and to analyze the sensitivity of the changes introduced in the weighing of criteria. 

Lastly, this tool allows for incorporating implicit uncertainty in any decision-making problem. By means of the definition of probability distribution for the valuations of each option in the various criteria, and based upon the use of a Monte Carlo simulation process, the usefulness of the different options can be expressed, not as a unique result, but as an interval made up of possible results. This allows for visualizing, on one hand, the uncertainty contained in each option, and on the other, the robustness of the finally achieved ordering. 

B. Economic-financial results

Under the above conceptual framework, and from a viewpoint exclusively pertaining to the Economic-financial component, a series of conclusions may be drawn
. 

Although it is possible to proceed to the analysis of the economic profitability of the Port Component-related recommendations (cleaning, abandoned ships, hazardous goods, etc.), it did not appear to be particularly relevant, as preliminary estimates did not result in a justification of their higher costs. These were recommendations for possible low or medium cost, mainly referred to the management of the Montevideo port. The Survey determined that these were activities that the Port (or the Navy in some case) should solve as part of their functions, and therefore it was not reasonable to address them as projects. The major identified difficulties were of an institutional nature, and their solution involves the fulfillment of their responsibilities by the various institutions, the adequate coordination in the presence of several agents, or simply the adequate organization. Recommendations involve investment costs and raise of operational costs. Nevertheless, problem solution is not linked in a determining manner to this expenditure increase, but to regulatory changes and to the establishment of responsibilities by the institutions. 

In the case of the Maritime Component, the recommendations implied a highest investment for the improvement of some specific facilities that contribute to navigational conditions and the response to possible serious accidents. In these projects, the economic and social justification is relevant and expected by decision makers (national and international). This set of recommendations does not involve the supply of services which did not exist previously, but the improvement of already existing facilities. Their general purpose was the reduction of the likely accident occurrence and, whenever they occur, the mitigation of their impact. 

All projects tried to solve important navigational problems and accidents of significance, in an area where few problems of this kind have arisen. The first analyzed issue is to determine the extent in which the accident record is a valid indicator of actual problems. Data indicate that the San Jorge accident (the main identified accident) was explained by the defects of the nautical charts used, but not by failures in the communication systems. In this sense, if the intent is to asses the advisability for the society to count on better communication facilities, an effort should be made to evaluate the risks resulting from not counting on the proposed additional facilities. 

As to the proposals for improving the spill contingency plan, the environmental impact of a possible oil spill, with the use of the proposed facilities, was compared to the same impact with the use of existing facilities. In order to assess the investments required, they should be matched (together with their incremental operational costs) with incremental benefits. An alternate approach would have consisted of considering the project as a guide for possible donations to the country, possible international cooperation agreements and leasing contracts. 

The project on the Automation of the beacon and signaling system was justified on the basis of the saving of resources and the improvement of the self-funding possibilities of this activity by means of resources available from the Navigation Aid Tax. 

X. SURVEY IMPACT

Lastly, it was necessary to analyze the impact of the Survey on various groups and sectors. In such sense, a conceptual analysis of those groups that benefit from the project and those that are negatively affected by it (winners and losers) should be made. This analysis could encompass the control that the various public institutions intend to have on such groups, often with opposed interests. 

In connection with the Maritime Component, the aim is to improve maritime safety in general, and could be broken down into two sets of recommendations. On one hand, those recommendations aimed to improve response capability to contamination events, which involves the need to enhance the National Contingency Plan currently in force. On the other hand, the intent to implement a more effective navigation aid system, which involves an option for improving the Maritime Traffic Control System (VTS) in place, a concrete Project for the improvement of the Signaling System by means of the Automation of its current beacon and buoy system and, together with it, a recommendation for creating a Support Information System for Maritime and Coastal Management. Such system intends to make the required data available to all operators on real time. It includes such identifiable products as software models for spill follow-up, edition of electronic nautical charts and environmental sensitiveness maps. 

In connection with the Port Component, proposals were discussed aimed to improve the port environmental management. It is interesting to note that most proposed measures were not directly linked to budgetary issues, but mainly to organization and awareness aspects. As opposed to the previous maritime component, the key issue in this case was not to provide new equipment, but mostly to improve servicing levels. 

XI. CONCLUSIONS

Apart from the presented recommendations and projects, the Survey deemed it suitable to stress some general conclusions. This is the type of general actions that would allow for a medium and long term rationalization of the strategy and resources of the involved institutions.

· Some projects could not be justified as no verifiable cause-effect relationship could be identified between the proposals and their alleged benefits. Anyway, there were proposals that did not address the solution of detected past situations or possible future situations, such as in the case of the recommendation on the improvement of the traffic control system. 

· The recommendations for the port area had a negative result from the economic and financial viewpoint, which adds up to the fact that they had to be reconsidered within the usual ANP management and its coordination with PNN and DINAMA, which is the institution that should assume its legal role on this issue. 

· The institutional strengthening of DINAMA is required by means of a greater participation in decision-making related to coordination and control measures in areas of its competence, besides the allocation of greater resources and trained technical staff. 

· A full analysis on the financial feasibility would require to count on data on the income allocated to the activities of the Navy, which were not available.  In the case of ANP, although more information was obtained, it was neither enough to reach an integrated consideration between the proposals and other institutional actions. This was the major element that did not allow for having a greater certainty on the expected benefits. 

· A significant effort should be made in the future for management improvement by means of a cost-center accounting system, with an accurate identification of costs and benefits. This would result in the necessary consistency in the management of resources within the administration, based on rational arguments, irrefutable from the microeconomic point of view.

· It is necessary to reach a greater incorporation of the cooperation and integration options into several matters, such as VTS, Contingency Plans, Navigation Safety, and Hydrographic and Cartographic Affairs with the neighboring countries, particularly on the River Plate, the Uruguay River and the borderline maritime area with Brazil. 

· In this connection, the coordination of contingency plans with neighboring countries was also considered necessary, especially with Brazil, although more attention will always be paid to the agreements with Argentina due to the importance of the common maritime bond that determines a greater continuity and frequency of contacts. 

· Ports should try to assume integral safety criteria that do not address the various components of this issue in an isolated manner, which in the first place implies management centralization and the appointment of individuals with the required expertise and specialization profiles. This also involves adequate executive and decision-making competence.

· It is necessary to carry out a more intensive dissemination of every possible information on the subject-matter of this Survey. Communication through Internet is one of the key elements for this purpose. Besides being an effective way of raising awareness on these issues, the disclosure of information will provide for the adequate balance as compared to other public and private specific interests in port activities, that often delay the application of priority measures. 

· The Survey determined that, although coordination instances with the private sector do exist (ANP framework), its effective role is almost nil, at decision-making leveles, opinion levels, etc. This often translates into ignorance, lack of interest and fear by the agents who are responsible for complying with the regulations. Both the Maritime Authority and the Port Authority are responsible for this situation and should remedy it by means of coordinated plans. 

· It is necessary to apply profitability approaches for investments and operational expenditure, through the establishment of cost-per-activity accounting systems in all the organizations. This will allow for the determination and follow-up of the annual cost of accidents and profitability. It will allow as well for the necessary budgetary transparency in the administration of specific duties. 

· Within the framework of those issues considered in this Survey that fall under the Navy’s jurisdiction, and also considering the internal context and current requirements in connection with maritime interests, it would imperative to review the role of the Navy within the organization context of the Uruguayan state. 

· Although in these surveys any imagined solution is subject to budgetary issues, the Survey could not provide for certainties in all the cases discussed, as not all the budgets allocated by the various institutions to these tasks were available. In fact, reference data could not be obtained in some Uruguayan public institutions, although there was no express rejection in any of them.  This meant a serious limitation for obtaining the final required results. It should be noted that at the beginning of the specific negotiation process between the government of Uruguay and the IBRD for the purpose of obtaining a GEF donation, it will be necessary to establish a transparent process of the activities to be developed by each institution and their actual capabilities and future commitments, particularly related to the sustainability of the Project activities after its completion. 

This paper intends to show the feasibility of this integrated type of maritime-port environmental surveys. The relatively low budget applied, as well as the variety of recommendations and projects proposed, allow for concluding on the advisability of their development. It is not difficult to imagine that several general conclusions drawn in the Uruguayan case may be applied to other countries with the same type of management and control institutions. Thus, the selection of a centralized country such as Uruguay, with a small surface but with a significant coast-surface ratio, allows for assuming the possibility of its application in analogous environments (Central America, perhaps). In the Uruguayan case, it is understood that the Survey is valid and will be useful for the administration. The various institutions that are part of it now count on a set of recommendations and projects, options ultimately, which may be applied in a gradual manner in order to start reverting some situations and inefficiencies. Nevertheless, their application and continuity will depend on the greater or lesser degree of awareness of the involved institutions, which is the primary objective validated by this Survey.
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� Negative environmental conditions cause direct losses on ships (broken propellers, damaged pumps, etc.). Besides, ship owners may not call on a given port due to lack of adequate environmental conditions (a situation that can be easily imagined whenever negative environmental conditions are extreme). In such sense, worsening could lead to the loss of cargo that currently arrives to the port, while, on the opposite, the notorious improvement of conditions might attract cargo that currently does not come to the port precisely for the same reason. 


� Technically speaking, unwilling to fund public welfare, although using it whenever it exists (free rider problem). Pereyra, A. Ec. (Paper 2001)


� Not included in the accident table as there was no SAR Service intervention.
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�  Elements for an institutional management audit: how do they work in comparative terms, how do they anticipate problems, how do they program their action, how do they coordinate with operators, how are they funded, how do they cooperate or distort each other, whether they lack resources or organization, what would happen if they did not exist, what is the purpose of each institution as compared to its requirements according to a problem-need-benefit ratio, among other issues. 
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� For example, in the United States the Exon-Valdez accident made it clear that the judiciary  had no answers to a conflict of such an unprecedented dimension. This required the participation of several Nobel Prize winners on economy, as well as a long process, until concluding that the company should pay for the population's valuation of the damaged resource, instead of just the necessary amount to repair the damage, and that contingent valuation was an adequate way to determine the value assigned by the 


population. Custodio, R. Ms.Sc. (Paper 2000)
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� Suitability is assessed in connection with the benefit to be generated by an alternate investment of resources, measured by the social discount rate. In a crisis situation such as today’s, it is reasonable to think that social discount rate should be higher than the usual 12 percent.
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