Organizational Structure & Program Management – from the Global Sustainable Tourism Alliance Program
A.
Organizational Structure

The Academy for Educational Development (AED) will be the prime recipient of this Associate Award and will have overall management, financial, and administrative responsibility over the life-of-program.  In this role, AED will establish a fully equipped GSTA office and serve as the Technical or Programmatic Leader for this program.  Additional GSTA partners, local Dominican entities, and non-traditional tourism development partners (e.g., international, regional, and national) will be engaged and actively participate in this program over the life of program based on the outcome of the WSR.  The chart below presents the proposed organizational structure, followed by a description of organizational roles in an accompanying table.
Roles & Responsibilities of GSTA Lead Organizations
	Team Member
	Role & Responsibilities

	Academy for Educational Development (AED)


	· Overall management responsibility and leadership/direction for the Assessment, Design, and Stakeholder Coordination Phase & Implementation Phase of the program.

· Principal point of contact for official interaction with USAID/DR (technical direction) and the Supervisory RAO in USAID/DR.

· Ensure compliance with terms of the Associate Award cooperative agreement by all partners.

· Ensure that program goals, deliverables, and results are met on time and on budget in the most cost-effective way possible.

· Take the leadership role in planning and convening the WSR Workshop and the drafting of the Implementation Plan.

· Serve as the Technical/Programmatic Leader during the Assessment, Design, and Stakeholder Coordination Phase on the Rapid Assessment, establishing and convening the Grupo Asesor, and actively participating in the WSR and drafting of the Implementation Plan.

· Oversee and manage the logistics, venue location, facilitation, accommodations, etc. of regional and WSR workshops.

· Serve as day-to-day Technical/Programmatic Leader of all in-country program activities during the Implementation Phase.

· Provide tourism and related protected area management expertise. 

· Procure all commodities and equipment, if needed. 

· Establish, install, and maintain a program office in Santo Domingo.

· Recruit qualified staff or consultants from among GSTA implementing partners as needed for Implementation Phase activities.

	The Nature Conservancy (TNC)
	·  Design and implement Capacity and Financial GAP analyses for the National System of Protected Areas with SEMARENA and local partners.
· Implement Conservation Area Planning and Management Plans for target protected areas with SEMARENA and local partners.
· Promote and develop policy reviews for PAs and cultural tourism with local partners.
· Promote and negotiate co-management agreements between local partners and SEMARENA on target sites. 
· Deliver institutional strengthening and technical assistance to local partners.
· Collaborate in matching grant administration and monitoring by receiving small grant proposals, pre-qualifying these, participating in the approval committee and providing field implementation supervision on proposals executed within protected areas.
· Develop protected area system tourism management capacity, revenue generation and reinvestment initiatives.

· Identify and coordinate implementation of visitor site infrastructure investments

· Identify and support community-private sector business development opportunities.

· Mobilize funding for investment in community/private business development

· Facilitate integration with currently active donor initiatives.

· Develop market linkages with international outbound operators.

	Solimar International
	· Oversee and manage the “Mapping of the Tourism Context” activity during the Assessment, Design, and Stakeholder Coordination Phase.

· Identify and recruit international private sector partners and travel media to participate in WSR.

· Develop sustainable business models for tourism clusters.

· Identify and develop new market driven sustainable tourism products. 

· Create linkages among CBOs and MSMEs with large tourism companies and resorts.

· Package market ready attractions to be promoted to specialty tour operators.

· Implement a sustainable tourism marketing program.

· As required, provide technical assistance for lodging facilities, food and beverage services and local crafts production.

· Develop and implement a tourism investment promotion strategy.

· Assist in the formation of community-based tourism management organizations/associations.

· Provide technical guidance and access to financing for SME development.

	George Washington University
	· Offer customized training to local universities and provide technical assistance and capacity building for DR faculty and educational institutions.

· Utilize the SAVE Travel Alliance to provide on site needs driven technical assistance to catalyze collaborative activities engaging international sources of capital (financial and human) in partnership with local tourism sector stakeholders.

· Organize collaborative activity involving GW and selected local universities to build capacity locally. GW and local university faculty work with advanced graduate and undergraduate students to address real tourism development issues and identify strategies, products and markets for developing destinations. 

· Assist Solimar in conducting the rapid assessment using studies and plans already completed by DR government and private sector groups. The process has been tested in several countries by GW and other organizations. 

· Engage active donors supporting tourism and sustainable development initiatives, as well national and local public institutions in an open dialogue to coordinate efforts, improve cooperation and increase transparency

	Other GSTA Partners

Including:

· Conservation International

· Citizens Development Corps

· Counterpart International

· Epler-Wood International

· Nathan Associates

· National Geographic Society

· Rainforest Alliance

· RARE

· UNESCO World Heritage Centre

· University of Hawaii

· USDA Forest Service-Heritage Design
	· Participate in the Whole System in-a-Room Workshop.

· Based on the WSR outcome and specific activities identified under the Implementation Plan, provide short-term intermittent/recurrent technical assistance and training/capacity-building services related to the sustainable tourism value chain in/around Dominican protected areas. 

	International, Regional, and Dominican Tourism-related Institutions

Although no binding agreement exists with them at this time, various institutions stand ready to participate if a particular tourism service or product is needed during implementation. As appropriate, they will be engaged as sub-recipients through formally negotiated sub-agreements, grants, or purchase orders with concurrence from USAID/DR, or will participate under a  Memorandum of Understanding.


B.
Program Management
1.

GSTA

DR-level management:  By offering a simplified structure, the GSTA will focus its management energies where they are needed most: supporting activities at the field level and working directly with Dominican partners, stakeholders, and beneficiaries. The GSTA/DR staff will operate out of a program office based in Santo Domingo.  Initially, GSTA Management Partner TNC has offered to host the GSTA/DR Team in its Program office based in Santo Domingo during the initial start-up period of the program.  While TNC is seeking to expand its office space to a contiguous inter-connected area, the discussions with the landlord regarding such possibility are at a very early stage at this moment.  If in the near future this is concluded as planned, we would certainly encourage the GSTA Team to take advantage of such opportunity that will result in cost savings and enhanced coordination and communication.  However, the GSTA will also actively seek out a space arrangement similar to the one negotiated by the IPEP Project with UNPHU or another university that has a tourism/hospitality management program.
The GSTA/DR Program Leader (to be determined) will be the technical point-of-contact for the in-country team with the USAID-designated CTO; other GSTA partners or Dominican sub-recipients, and stakeholder institutions will only interact directly with USAID/DR at the specific request of the Mission or at the discretion of the Program Leader or and the GSTA Management Group. The Program Leader will also supervise local staff and consultants and will have authority to make day-to-day programmatic decisions and mobilize and coordinate other GSTA partner resources. S/He will have management oversight and decision-making authority for most field-based technical, administrative, financial, and contractual matters. 
Program support (U.S.):   The GSTA/DR Team will receive direct management support from the GSTA Coordinator and Management Group, as well as programmatic support from AED staff in Washington, DC.  AED’s Vice President and Director of at the Center for Environmental Strategies (CES), Richard P. Bossi, will be the Officer-in-Charge of this program.  Modest Home Office support will be provided, consisting of a mid-level technical backstop, an administrative assistant and a financial manager from CES as well as an AED senior contracts manager (the latter is an overhead expense at no direct charge to the program). 
Program Management Roles & Responsibilities
	Program Management

	GSTA/DR Team
	GSTA/Home Office (Washington, DC)

	· Plan, manage, implement, and monitor overall program (at the national and cluster levels) on a day-to-day basis to achieve goals and results and ensure effective and timely execution of all activities.

· Lead the development of all tourism-related activities, products, services, events, and deliverables, including management of matching grants program.

· Establish clear and effective lines of communication with USAID/DR, local partners, key stakeholders, program beneficiaries, other donors, etc.
· Convene regularly scheduled meetings and meet reporting requirements with USAID/DR CTO.
	· Provide GSTA resources, support, and policy guidance for technical, administrative, financial, and contractual management to ensure overall program goals and objectives are met.

· Monitor program performance, quality control, timeliness of deliverables, and customer satisfaction with USAID/DR, local partners, counterparts, and stakeholders.

· Provide and mobilize GSTA short-term assistance or resources as needed; schedule program management visits to monitor progress and train staff.

· Develop program-wide management and administrative systems to ensure consistency and continuity across all program components.


2.
Dominican Institutions
To the maximum extent possible, Dominicans will be full and active participants in this program to ensure sustainability and commitment to create the desired national and cluster-level impacts. The GSTA is committed to building local capacity of Dominican institutions by creating the opportunity to  “learn by doing” during both the design and implement process.  GSTA partners have already begun to identify key tourism related resources ─ both individual and institutional.  A complete inventory of key stakeholders/actors will be conducted during the Design Phase; as needed, select institutions will be formally integrated (through subcontracts, grants, purchase orders, or MOUs) during the Implementation Phase. 

 3.
USAID/Dominican Republic

Recognizing the vital leadership role that USAID/DR plays within the donor community and its relationship with key GODR institutions, GSTA both expects and welcomes the Mission’s full and active participation in the two phases of this Associate Award.  While we expect to work closely with USAID on the details of program implementation, we also would welcome a candid consultative relationship on technical, political, and other issues.  Over the four-month Assessment, Design, and Stakeholder Coordination Phase period, the CTO and other Mission personnel will be routinely invited to participate in as many site visits, field observations, and interviews with key stakeholders as possible, as well as to participate in the stakeholder consultation workshops and serve on the Grupo Asesor.  The GSTA/DR Program Leader will establish a reporting protocol and frequency with the CTO, and will be on-call as needed to respond to Mission inquiries regarding program status.















