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Executive Summary

EPA’s Office of Pollution Prevention and Toxics (OPPT) introduced the Pollution Prevention Information Network (PPIN) grant network in 1997.  The PPIN provides grants to coordinate the development, review, and dissemination of pollution prevention (“P2”) information developed by a broad range of entities nationwide.  This grant network is intended to support the development of regional pollution prevention centers nationwide in order to improve access to pollution prevention information. The PPIN grants were intended to support existing centers, fund the development of new centers, and foster communication and collaboration among the regional groups.

With PPIN funding, the regional centers could collect information from regional, state, and local pollution prevention technical assistance providers (TAPs), review and organize this wide array of information in a user-friendly way, and redistribute the information to these same regional constituents. These regional centers would also make regionally developed pollution prevention information available nationally by collaborating with the other regional centers.  PPIN funds were also available to train the centers to promote pollution prevention technologies and establish information standards and peer review processes to facilitate information sharing.  

Currently, there are eight regional centers across the United States that are receiving funding from the PPIN grant network. These centers are collectively referred to as the Pollution Prevention Resource Exchange, or P2Rx. The centers are housed within state agencies, non-governmental organizations, and universities.  In addition to its efforts within the P2Rx framework, each center undertakes additional activities relevant to its organization’s specific mission. 

This evaluation revealed that P2Rx centers have developed an effective national network to share and build their collective information and resources.  This is the first important step in increasing nationwide awareness and implementation of pollution prevention techniques.

OPPT wanted to evaluate how well the funded centers have been collecting and disseminating pollution prevention information and to what extent their efforts have led to environmental changes. As an initial step, the evaluation team constructed a program logic model for the PPIN grants program (see Exhibit E-1). A logic model describes the sequence of events that bring about change by synthesizing the main program elements into a picture of how a program is expected to work.   In so doing, the logic model helps determine the degree to which a program’s activities and other related inputs affect the expected outcomes, which represent the ultimate changes the program is trying to achieve.

Figure ES-1

P2Rx Program Logic Model




The evaluation team used the logic model as the basis for the evaluation, developing a set of key questions that correspond to each of the key components of the logic model, as well as the program’s vision and mission.

Figure E-2: Evaluation Questions

Logic Model Component
Evaluation Questions

P2Rx Vision and Mission
· What are P2Rx participants’ key priorities and goals?

Resources and Inputs
· How does each center’s infrastructure differ and impact the center’s success?

· Who are P2Rx’s customers?

· How effectively has the current level of resources supported the program?

Activities and Outputs
· To what extent is information being shared and communicated between P2Rx centers?

· How do P2Rx centers communicate and collaborate?

· How has collaboration and information sharing impacted duplication across P2Rx centers?

· How do P2Rx centers set priorities within their region?

· To what extent do P2Rx centers market the resources they have available?

Outcomes
· How are P2Rx’s customers using the available information and resources?

· Could P2Rx’s current efforts better meet their customers’ needs?

· To what extent are P2Rx centers measuring medium and long-term outcomes?

External Factors
· To what extent does the P2Rx coordinator contribute to P2Rx’s success?
· How do TAPs market their services to entities that can implement pollution prevention?

The team used the key evaluation questions as the basis for a set of draft questionnaires for each of the following groups of stakeholders. The interviewees included:

· Five managers within EPA, OPPT;

· Eight EPA grant Project Officers;

· Ten P2Rx center directors;

· Three P2Rx Coordinators; and

· Nine state, local, or regional technical assistance providers (“TAPs”).

For each of the five areas noted in Figure E-2 above, the report includes the key findings that we gleaned from the interviews as well as a section entitled lessons learned.  This latter section includes the evaluation team's assessment of the information contained in the findings.  Table E-3 summarizes the major findings and lessons learned  per topic area.

Figure  E-3: Key Findings and Lessons Learned

PRX Vision and Mission 

Findings
Lessons Learned

· Several EPA and center contacts disagreed as to whether P2Rx centers should provide original content.

· The P2Rx centers’ regional basis is crucial to their success.
· Center directors and EPA should consider meeting as a group to articulate the types of information P2Rx provides and how P2Rx centers should balance regional and national priorities.

P2Rx’s Inputs and Resources

Findings
Lessons Learned

· P2Rx centers are diverse but each center is able to be successful.

· There is disagreement with EPA and centers as to whether P2Rx should expand their efforts to directly engage the business community.

· P2Rx resources are strained and continued EPA financial support is important.
· No one single structure enables P2Rx center success.

· Center contacts and EPA managers should consider whether P2Rx should serve as a direct retailer of information.

· P2Rx centers will continue to rely upon the PPIN grant as a key source of funding and should continue to use the available funding to fund key activities.

P2Rx’s Activities and Efforts

Findings
Lessons Learned

· Centers are collaborating, communicating, and sharing information and center contacts are aware of the skills and expertise of other centers in the P2Rx network.

· There is very little duplication of efforts among P2Rx centers.

· P2Rx centers rely on annual meetings, advisory groups, and regional roundtables to assess users’ needs.

· Over one-third of the center contacts believe P2Rx should market their services beyond the TAP community.

· Center contacts agree that a greater emphasis and more significant resources need to be devoted to marketing P2Rx.

· P2Rx needs a stronger champion within EPA.
· Awareness of the efforts of each of the P2Rx centers is a key factor in the centers’ ability to work as a collective whole.

· P2Rx should use a combination of formal qualitative and quantitative market research to assess target market needs.

· P2Rx needs to better identify, segment, and prioritize its target audience and establish corresponding national and regional marketing objectives.

· P2Rx should consider identifying a program champion within EPA.

P2Rx’s Activities and Efforts

Findings
Lessons Learned

· Centers are collaborating, communicating, and sharing information and center contacts are aware of the skills and expertise of other centers in the P2Rx network.

· There is very little duplication of efforts among P2Rx centers.

· P2Rx centers rely on annual meetings, advisory groups, and regional roundtables to assess users’ needs.

· Over one-third of the center contacts believe P2Rx should market their services beyond the TAP community.

· Center contacts agree that a greater emphasis and more significant resources need to be devoted to marketing P2Rx.

· P2Rx needs a stronger champion within EPA.
· Awareness of the efforts of each of the P2Rx centers is a key factor in the centers’ ability to work as a collective whole.

· P2Rx should use a combination of formal qualitative and quantitative market research to assess target market needs.

· P2Rx needs to better identify, segment, and prioritize its target audience and establish corresponding national and regional marketing objectives.

· P2Rx should consider identifying a program champion within EPA.

External Factors

Findings
Lessons Learned

· The P2Rx coordinator plays an essential role in the program.

· Technical assistance providers find raising awareness of pollution prevention challenging.

· Several participants noted that there is an inherent conflict between the competitive nature of the PPIN grant and the collaborative nature of the program.
· EPA should consider providing additional funding for the P2Rx coordinator position.

RECOMMENDATIONS AND POSSIBLE NEXT STEPS

Based on the feedback collected from the interviews with program stakeholders, the evaluation team developed a series of recommendations and suggested next steps for EPA and the P2Rx centers. While some of these recommendations could be implemented immediately, others focus on larger term shifts in focus and effort.  These recommendations are intended to serve as a starting point for discussions among EPA and the P2Rx centers as they consider future efforts and initiatives.

1.
EPA managers, Project Officers, and the P2Rx center staff should consider collectively discussing their vision for P2Rx.

Interview respondents provided a wide-range of views as to the goals and targets of the program.  While participants seemed to agree upon the key long-term outcome of the program, reduce environmental impacts through pollution prevention, participants provided a range of ideas about the best path to achieve that goal.  The lack of consensus regarding the network’s focus demonstrates that it is important for all program participants work together to define a cooperative vision and path for the P2Rx network.  There are a number of questions the group must answer in order to agree upon the best path for P2Rx.  For example:

· Who are the targeted customers (technical assistance providers, entities that can implement pollution prevention practices, both)?

· Should centers be responsible for dictating the issues of importance or are centers required to respond to national issues of concern if EPA deems them relevant?

· Should P2Rx centers collect, review, and make available the best information created by TAPs in their region or should centers develop original content?

· Are there any environmental issues that are outside of the scope of P2Rx (e.g., recycling) or areas where the centers could disinvest because of P2 resources already exist (e.g., OECA’s compliance assistance centers)?
2.
The P2Rx centers are effectively collaborating, communication, and sharing information.  The next step for P2Rx is to build and strengthen the relationship and communication pathway with their customers. 

This evaluation revealed that P2Rx centers have developed an effective national network to share and build their collective information and resources.  This is the first important step in increasing nationwide awareness and implementation of pollution prevention techniques.  In order to ensure that this information reaches those entities that can implement pollution prevention practices, P2Rx centers need to continue to work on building their relationship with their customers and marketing the services the center can provide.

Marketing P2Rx should be a systematic process involving market research, market planning, market implementation, and performance measurement.  Therefore, EPA and the P2Rx centers may want to consider formalizing their intentions by writing a P2Rx marketing plan that encompasses the full range of the network’s objectives. In order to ensure that the resources P2Rx has developed are reaching their customers and ultimately resulting in environmental improvements, the evaluation team recommends that P2Rx centers dedicate funding to marketing efforts.  Doing so will result in fewer resources available for other activities and efforts, such as topic hub development. 

3.
In addition to marketing efforts directed toward customers, EPA and the centers should conduct outreach within EPA and other government agencies.

An important component of P2Rx’s marketing efforts should be promoting P2Rx within EPA and other government agencies that provide environmental or other assistance to businesses and other entities that could implement pollution prevention practices. Developing relationships with other groups that provide assistance will prevent duplication of efforts between several groups and can help P2Rx centers identify gaps in universe of pollution prevention information. 

4.
While P2Rx is not currently able to measure long-term outcomes, the program should consider developing  formalized mechanisms to measure short and medium-term outcomes. 

P2Rx centers currently measure activities and outputs, such as the number of requests or website hits received.  These measures do not reveal the impact that P2Rx is having upon their customers.  In order to measure the impact of their efforts, P2Rx centers should measure their short, medium, and long-term outcomes.  Outcome measurement is also important in promoting the P2Rx center’s efforts and evaluating performance over time.  In order to understand the impacts of the program, P2Rx does need to define specific measures that can be tracked on a regular basis. 

5.
The P2Rx coordinator plays a very valuable role in the program.  The P2Rx network would benefit if EPA provided additional funding for an administrative assistant to work with the Coordinator.

Center contacts unanimously supported the work of the P2Rx coordinator and stressed the importance of the coordinator’s role in fostering communication and collaboration among the diverse centers. In order to free up the coordinator’s time for other crucial efforts, EPA should investigate whether additional funding can be allocated to the coordinator to allow them to hire an administrative assistant.

Appendix A

List of Interviewees

OPPT Managers

Allan Abramson

John Cross

David Kling

Julie Shannon

Ed Weiler
EPA Project Officers

Dan Ahern, WRRC

Joy Campbell, SPPC

Carolyn Gangmark, PPRC

Phil Kaplan, GLRPPR

John Katz, WRPPN

Chet McLaughlin, P2RIC

George Walker, WRRC

Linda Walters, Peaks to Prairies

Center Contacts

John Calcagni / Gary Hunt, WRRC

Kevin Dick, WRPPN

Ed Gonzalez / Thomas Vinson, SPPC

Terri Goldberg, NEWMOA

Deb Jacobson, GLRPPR

Mike Vogel / Laura Estes, Peaks to Prairies

Chris Wiley, PPRC

Rick Yoder, P2RIC
P2Rx Coordinators

Jean Waters, P2RIC

Madeline Sten

Jini Cook

Technical Assistance Providers

Sharon Baxter, Virginia Department of Environmental Quality
Janet Clark, Toxic Use Reduction Institute, University of Massachusetts Lowell
Howard Haines, Montana Department of Environmental Quality

Carrie Hakenkamp, WasteCap of Lincoln, NE

Dave Hartley, California Department of Toxics and Substance Control

David James, Texas Commission on Environmental Quality

Sara Johnson, New Hampshire Department of Environmental Services

Mary Rossi, Eric County, NY

Sally Tarowsky, Idaho Small Business Development Center

External Factors





>P2Rx Coordinator


>Level of EPA funding


>Competitive nature of the PPIN grant





Long Term Outcomes





>Fewer natural resources used


>Less pollution emitted


>Worker health and safety improved


>Financial savings as a result of P2





Medium Term Outcomes





>Businesses and other entities have a better understanding of the financial and environmental benefits of P2


>Businesses understand how to implement P2 practices and technologies


>Businesses change behavior and implement P2





Short Term Outcomes





>Improved communication and information sharing among centers


>P2Rx centers are more efficient


>TAPs consider P2Rx a one-stop shop for P2 information


>TAPs resources are used more efficiently as duplication is reduced at the state and local level


>TAPs are better able to market and assist entities in implementing P2	





Outputs








>Monthly P2Rx conference calls


>One phone call or email to the P2Rx coordinator per week


>Two P2Rx group meetings


>Quarterly advisory group meetings


>Quarterly regional list serves


>Six industry events per year


>Three meetings of pollution prevention experts


>Twelve new topic hubs





Activities








>Hold P2Rx conference calls


>Conduct one-on-one phone calls and emails


>Face-to-face P2Rx meetings


>Collect information on customer needs


>Inform customers and potential customers of P2Rx resources


>Formulate P2Rx information standards


>Revise P2 information and resources according to information standards


>Collect and review information developed by TAPs





Resources / Inputs





>PPIN grant


>Dedicated center staff with broad expertise


>Existing center infrastructure


>A defined group of customers


>Businesses, agencies, and municipalities that can implement P2
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