SQUTH PACI FI C REG ONAL ENVI RONVENTAL PROGRAMVE

THE SQUTH PACI FI C Bl ODI VERSI TY CONSERVATI ON PROGRAMVE

USER GUI DELI NES

JUNE 1994

PO BOX 120, PH (685) 21929
APl A, VESTERN SAMDA. FAX: (685) 20231




TABLE OF CONTENTS

FOREWARD

PART A THE MAI N REPORT

\

| NTRODUCTI ON

(a) SPBCP
(b) Structure of the Cuidelines

SQUTH PACI FI C BI ODI VERSI TY CONSERVATI ON PROGRAMVE
(a) Structure

(b) Objectives and Scope

(c) Eligibility

(d) The Project Cycle

CONSERVATI ON  AREAS (CAs) AND CONSERVATI ON AREA PRQIECTS
( CAPs)

(a) Features
(b) Selection of Conservation Areas

PRQJECT DESI GN

(a) Introduction

(b) Introduction and the Existing Situation

(c) CAP Rationale and Considerations for Design

(d) Project Objectives

(e) The Target G oup

(f) Project Scope, Conponents and the Logical Franmework

(g) Phasing and Wrkpl an

(h) Project Inputs, Costs and Fi nancing Pl an

(1) Oganisation, Managenent and Coordi nation

(j) Legal Franmework

(k) Training

(') Benefits and R sk and Qutstandi ng Ri sk

SOVE PRACTI CAL ASPECTS OF PRQIECT NANAGEMENT

(a) Structure and coordi nati on, i nstitutiona
st rengt heni ng

(b) Project nanual

(c) Wbirkplans and nonitoring progress (mlestone reviews)

(d) Reporting, Budgeting and Financial Control

(e) Sources of Funds

(f) Comunity Based Managenent

(g) Keeping Records

SPBCP FUNDS

(a) What costs will they cover?
(b) Disbursal of SPBCP funds



Vi |

:

OooO~NOY OGPRrWNE

:

ArWNE

PRQIECT MONI TORI NG AND EVALUATI ON

| nt roducti on

Proj ect Managenent and | npl enmentati on
Proj ect | npact

Proj ect Review

Bench Mark Data

NSNS
DO O TR
(NN N R

APPENDI CES TO THE GU DELI NES

Servi ces provided by SPBCP

SPBCP Countries and CAP Concepts

Sanpl e Report Formats

Proj ect Costs

UNDP Funded and ot her Community Devel opnent and Environnent
Pr ogr ammes/ Pr oj ect s

Structure and Content of the Concept Paper

The Project Preparati on Docunent

Proj ect Franework

Ref er ences

C TECHNI CAL ANNEXES

A Bal anced Approach to Community Devel opnent

| ncome Generating Projects

Ecot ouri sm

The Process Approach to Project Design and Managenent



ABBREVI ATl ONS

ADB Asi an Devel opnment Bank
Al DABAustralian International Devel opnment Assi stance Bureau
CA Conservation area

CACC Conservation Area Coordinating Conmttee
CAP Conservation area project

CASO Conservation area project support officer
CBO Comuni ty Based O ganisation

CO Conservation officer

cP Concept paper

CPO Central Planning Ofice

DCE Depart ment of Environnent

CEF G obal Environnental Fund

LQU Letter of Understanding

NGO Non CGovernnent O gani sation

PAP Process Approach Project

PC Proj ect Coordi nat or

PD Proj ect Docunent

PIC Pacific Island Country

PM Proj ect Manager

PPD Proj ect Preparation Docunent

PRA Participatory Rural Appraisal

RRA Rapi d Rural Apprai sal

SMWP Sust ai nabl e Managenent Pl an

SPBCPSout h Pacific Biodiversity Conservation Project
SPREPSout h Paci fi c Regi onal Environnmental Progranme

TA Techni cal Assi stance

TVAG Techni cal and Managenent Advi sory G oup
TNC The Nature Conservancy

TOR Terns of Reference

UNDP United Nations Devel opnent Programme



FORWARD

The South Pacific Biodiversity Conservation Progranme (SPBCP)
i nvol ves the funding of Conservation Area Projects (CAPs) in 14
eligible regional countries.

These guidelines aim to highlight the main features of the
programme, to show how it can be accessed and to provide a
suggested framework for CAP design and nanagenent. They are a
bri dge between the SPBCP Project Docunment and the inplenentation
of CAPs.

They address environnmental, comunity and econom c planners and
policy makers involved in the establishment of CA's.

The guidelines aimto be informative rather than prescriptive.
Each CAP will have its individual set of circunstances relating
to the biodiversity and its relationship wth the community. The
design and rmanagenent of the CAP should address these
ci rcunstances, the guidelines provide a suggested approach and
identify issues that m ght be considered. Sone consistancy in
the approach to funding applications, design and nanagenent is
desirable to ensure all CAP elenents are included to enable
conpari sons and a neani ngful exchange of experiences.

The guidelines are prelimnary and wll be nodified as
experience indicates better and nore appropriate ways of
establishing and managing CAPs on custormary |and. Users are
hence requested to nmake suggestions for inprovenents and enhance
the effectiveness and responsiveness of SPBCP to country and
comuni ty needs.

For further information about the programme contact:

Joe Reti,

The Programme Manager,

South Pacific Biodiversity Progranme,
SPREP,

PO Box 240,

Api a, Western Sanpa

Phone: (685) 21929; Fax: (685) 20231



I | NTRODUCTI ON
(a) SPBCP

The South Pacific Regional Environnental Programe (SPREP)
manages funds from the dobal Environment Facility (CGEF), on
behalf of UNDP, to inplenent the South Pacific Biodiversity
Conservati on Progranme (SPBCP)

SPBCP is described in the Project Document (April 1993)'. This
was the culmnation of Phase 1 activities which also included
preparation of a Project Fornulation Franmework (Cctober 1991),
an Interim Project Docunent (May 1992) and an Appraisal (August
1992).

Phase 2 of SPBCP is inplenentation, the draw down of funds
starting in May 1993, and lasts for five years to April 1998.

The challenge for SPBCP is to achieve conservation of
bi odi versity on a sustainable basis within the Pacific Islands.

The approach is to fund large, diverse (terrestrial, marine and
conbi ned) conservation area projects (CAPs) in 14 South Pacific
countries. Enphasis is on the establishment and operation of
partnerships to devel op sustai nabl e managenent institutions for
t he conservation of biodiversity.

The partnerships include |ocal |and owning/using comunities,
government and non governnent agencies and the private sector.
Applications for funding CA's are sought by SPBCP from eligible
countri es.

(b) Structure of the Quidelines

The main body (PART A) of the CGuidelines give the goal and key
features of SPBCP, how to access it (Sections Il and I11) and
sone considerations for project design and nanagenent (Sections
IV and V). Sections VI, VIl and VIIl address the SPBCP fundi ng,
project costing, nonitoring and evaluation and the objects and
structure of the najor preparation and nmanagenent reports.

Appendi ces (PART B) to the Quidelines cover detailed contents of
proj ect preparation docunents, how to cost a project, managenent
reporting formats, the UN project network and a bi bliography.

Free standing technical annexes (PART C related to sone
inmportant issues of CAPs are included covering Comunity
Devel opnment, Inconme GCenerating Projects, Ecotourism and the

' South Pacific Biodiversi ty Conservation Programme, Project Docunent,

(April 1993) South Pacific Regional Environnent Programme and United Nations
Devel oprment Programme, d obal Environnment Facility.



Process Approach to Project Design and Managenent.

Il SOUTH PACI FI C Bl ODI VERSI TY CONSERVATI ON PROGRAMVE
(a) Structure

SPBCP headquarters is located wwthin the SPREP offices in Apia,
project staff include:

Desi gnati on St af f
Programme Manager Joe Reti
Soci o Economi ¢ Advi ser Andrew Tilling
Bi odi versity Adviser Gary Spiller
Speci es Protection Advi ser Sue M1 ler
Admi nistration Oficer (Accountant) Dan Devoe
Secretary Faat upu Poi hega
Secretarial Assistant
Driver Tal anoa Tual a

SPREP contributes to SPBCP through the provision of additional
managenment and admnistrative services and technical support
staff such as the SPREP Information and Publications Oficer
(Wes \Ward).

This provides SPBCP with a broad base of institutional support.

The role of staff is to provide assistance as required to
conmunities and gover nment s in t he devel opnent and
i npl enent ati on of CAPs.

A Techni cal and Managenent Advi sory G oup (TMAG provides advice
to the Progranmme Manager on:

identification, evaluation and sel ection of CAPs,

revi ew of CAP Concept Papers and their devel opnent,

review of CAP  Project Docunent s, managemnent and
i mpl enrent ati on strategies,

noni toring and eval uati on of CAPs,

t he devel opnment and operation of a regional biodiversity
dat abase,

CAP research priorities, research and survey nethodol ogy,
data anal ysis and interpretation,

procedures and guidelines for the establishnment, nmanagenent
and nonitoring of CAPs,

revi ew of project progress reports.

Experience of TMAG s nenbers in the South Pacific includes,
project admnistration, a range of terrestrial and marine
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bi odi versity disciplines, natural resource managenent, comunity
devel opnent, gender sensitisation, incone generating projects,
ecotourismand international NGO s.

It neets together once or twice a year but also has
tel econferences and communi cates by fax and electronic mail to
consi der issues at short notice.

(b) (bjectives and Scope
The overall goal of the SPBCP is to:

"devel op strategies for the conservation of biodiversity by
means of the sustainable use of biological resources by the
peopl e of the South Pacific".

The obj ectives (paraphrased) are:

1 Assist creation of CA's that protect biodiversity, show
ecologically sustainable use of natural resources and
econom ¢ devel opnent of communities through managenent by
| ocal communities, NGO s and government agenci es.

2 Protect threatened or endangered terrestrial and marine
species in the Pacific region.

3 ldentify new areas inportant for conservation of biol ogical
di versity, which could becone CA s.

4 | nprove regional awareness of the inportance and neans of
conserving biol ogi cal diversity.

5. | nprove capacities and working relationships between
different sectors and agencies <contributing to the
conservation of the biological diversity.

SPBCP defines biodiversity as "the variability anong |iving
organisns from all sources including inter alia terrestrial,
mari ne and ot her aquatic ecosystens and the ecol ogi cal conpl exes
of which they are part; this includes diversity within species,
bet ween speci es and of ecosystens".

To cover the objectives SPBCP has two naj or areas of operation:

(a) Funding the developnent of the CAPs wth associated
techni cal support at all stages.

(b) Contributing to the Regional Species Conservation Progranmre
covering birds, marine mammals and turtles both as part of
CAPs and non CAP regional activities.

The Regi onal Species Programre conponent is funded for the three
year period 1993 to 1996 to develop and inplenment regional
strategies for the protection of birds, marine mammals and
turtles. The programme is operated by the Species Protection
Adviser, who will work directly with Governnment environnental



units, CAP nmanagenent staff and non government organisations.

The services provided by SPBCP staff to individual CAPs are
outlined in Appendix 1.

(c) Eigibility

The 14 countries eligible for GEF funding of CAPs from SPBCP
are:

Cook Islands, Federated States of Mcronesia, Fiji,
Kiribati, Mrshall |Islands, Nauru, N ue, Palau, Solonon
| sl ands, Tokel au, Tonga, Tuval u, Vanuatu and Western Sanvoa.

A CAP nmay be conceived and pronoted for funding by a governnent,
a non governnent or private sector institution. The proposal may
or may not have the endorsenent of the government but in the
| atter case an explanation is required.

Appendi x 2 shows a list of the eligible countries and the CAPs
identified to date (May 1994).

(d) The Project Cycle
For each CAP there are four broad phases:
1 Project Identification (prelimnary design)

ldentify CA by the comunity/country,
Comm t ment from | andowner s/ users,
Preparation of the Concept Paper (CP),

Subm ssion of CP to SPBCP for consideration
Accepted/rejected/ further work required.

2 Proj ect Preparation (project design)

Letter of Understandi ng between SPBCP and country,
Preparation of Project Preparation Docunent (PPD),
Revi ew of workpl ans and budget by SPBCP,

Formal funding initiated.

3 Proj ect |Inplenentation (nmanagenment of ongoi ng devel opnent)

Coordination and managenent of activities to inplenent
proj ect conponents,

Modi fyi ng wor kpl ans and budget s,

Reporting, nonitoring and eval uation,

4 Project Finalisation (sustainable comunity managenent)
Adoption by communities of a strategy for the long term
sust ai nabl e managenent of a CA,

Proj ect conpletion report.

Note that this phasing is in the context of SPBCP, it does not
preclude other phases or sub phases/planning periods for



i ndi vi dual CAPs.

[11 CONSERVATI ON AREAS (CAs) AND CONSERVATI ON AREA PRQIECTS
( CAPs)

(a) Features

The PD defines CA's as "generally large (relative to the
island(s) on or around which they are established), diverse
geographical units which contain inportant features for the
conservation of the biological diversity of the region or
country. Mst wll enconpass a variety of |and and resource
uses. Conservation areas wll be managed according to agreed
criteria for the conservation of biological resources and
sustainable comunity devel opnent which is ecologically
conpatible."

The main features of CA's are:

it contains significant biological diversity,

it is owed and/ or used by the nearby comunity,

the biodiversity is wunder existing or potential threat
t hrough human activity.

Q her features of CAP s may be:

| ack of awareness and managenent skills anongst primary
st akehol ders to conserve resources,

| ong i npl enent ati on peri ods,

need to provide/create financial incentives for primary
st akehol ders to conserve bi odiversity,

need for flexible planning frameworks and fundi ng source,
community based participatory project planning and | ocal
managemnent .

(b) Selection of Conservation Areas

The PD lists six criteria on which to select a CA These
criteria can be used to establish a long list of CA's and by
scoring each (weighted by their relative inportance in the
nati onal context), a prioritised short list and preferred CA can
be sel ect ed.

The Conservation Area nust neet all criteria in Category 1 and
sone of those in Category 2. Note that a CA would not be
possible if it did not neet the first two criteria, the sixth
criteriais also very inportant in prioritising CAs.

SPBCP has a priority to fund one CAP at the request of each of
the 14 eligible countries before a second CAP is considered for
i npl enentation in any one country.



CAP SELECTION CRI TERI A

Category 1 - Essentia

(1) Presence of national/regional inportant ecosystens of globa
conservation concern and be | arge enough to maintain viability, eg
rai nforest, mangroves, wetlands, |agoons and coral reefs.

(2) A high level of commtnment froml|andowners, residents and resource users
and other partners, (ie the stakeholders) to allow an achievabl e
proj ect.

(3) The CA should be Il arge and conpl ex enough to have a w de range of

typical interactions between people and natural resources prevailing in
the country.

Category 2 - Preferable to have one or nore

(4) It shoul d have high | evels of biodiversity and ecol ogi cal conplexity
represented by; major environnents, diversity of ecosystens and or |arge
nunmber of genera and species of plants and ani mal s.

(5) The CA may be inmportant for survival of endemic, rare or endangered
speci es at national, regional or global |evels.

(6) The CA nay be threatened by destruction, degradation or conversion of
 and use.

IV PRQIECT DESI GN
(a) Introduction

First thoughts about project design are presented in the Concept
Paper (CP) and expanded on in the Project Preparation Docunent
(PPD). The objectives and suggested structures of these reports
are included in Appendices 6 and 7.

In cases where SPBCP is asked to fund only part of an existing
or future project it is inportant to define the objectives and
scope of the whol e project.

A multidisciplinary approach is generally required to address
the variety of issues inherent in CAPs and prepare the PPD
Skills in comunity devel opnent, anthropol ogy, socio economics,
project design and managenent as well as the different aspects
of the relevant biodiversity may all be required.

If there are uncertainties about how to approach the project



desi gn seek advice fromthe SPBCP staff.

The rest of this section relates to the broad headings of the
PPD (Appendi x 7).

(b) Introduction and the existing situation

The followi ng should be based as far as possible on existing
i nformation avail able from previous surveys and other published
and unpublished material. There may be a lack of information
about the socio econom c aspects of the community in which case
a participatory rural appr ai sal (PRA) suppl enented by
interviewing key informants may be needed to conpl ete the PPD

Provide a brief introduction to the project, why it was sel ected
in preference to others, the objectives of the PPD and any
proj ect devel opnent to date.

The existing situation relating to the natural and cultural
resources of the CA is described with existing data relating to
the present scale and trends in quantity and quality. H ghlight
the significant biodiversity and its inportance in terns of use
to the local and wi der comunity and any additional values it
may have as being rare and endangered. Existing and potentia
threats shoul d be nentioned.

The CA features to consider include the |ocation, boundary, the
size of the area and accessability. The climte, topography and
soils, geology and mneral resources and water resources should
be covered to greater or lesser extent depending on the
significance to the CAP and the avail abl e dat a.

Natural vegetation and other land use (idle land, forestry,
agroforestry and agriculture) and the wldlife of the area
shoul d be docunented identifying significant species, their use
and ot her values, trends in popul ations and threats.

Any inportant historical or cultural features of the area should
be identified in a simlar fashion.

Docunent the existing econom c devel opnent and activity relating
to agriculture, forestry, fishing, tourism mning etc in terns
of its value, enploynent and existing and future inpact on the
CAP and vi ce versa.

The primary stakehol ders (resource owners and users, including
those living outside the area) and the broader CAP popul ation
should be identified and quantified if possible. The socio
econom c¢ status (including health and education status) of the
community needs to be defined along with its perceptions of
maj or problens and constraints. There is a need to know the
social structure and decision making units and processes at the
community level and the inportant incentives in determning
behavi our . Constraints to the equitable distribution of
information and benefits and to the equitable participation by
worren need to be identified and considered in the project design



process.

The present |evel of conmtnent, (and how it has been obtai ned),
that resource owners have to the project should be detail ed.

Refer to the pattern of resource ownership in the CAP and
identify any known di sputes, how they may inpact on a successful
CAP and the nethod and |iklihood of resol ution.

The physical and social infrastructure and services of the area
should be docunented in relation to national standards and
anplified if they are seen as inadequate wi th possible Iinkages
bet ween i nprovenent and environnental conservation issues. These
i ncl ude r oads, wat er suppl vy, sani tati on, el ectricity,
comuni cations, health care and education facilities.

A profile of government and non governnent agencies and
commttees are likely to play an inportant role in CAP
i npl enentation is required. This would include the functions,
resources and present workload of the agency in terns of it
being able to nmake effective and tinely inputs as required by
the CAP. Any potential areas for strengthening that would
directly be of benefit to the CAP should be identified.

The environnental conservation and resource use policies and
programes should be outlined with the aimto indicate national,
| ocal and village government conmtnment to conservation, and to
show legislation (or lack of it) that provides a framework for
t he devel opnent of community nmanaged CAP' s.

Sunmmarise this part of the PPD by highlighting the biodiversity
and/ or ecosystens of the CAP, its values and relationships with
t he community.

(c) CAP Rationale and Considerations for Design

The existing situation (present status and trends) relating to
t he physical resources and social and economc franmework of the
CA lead to the rationale for the CAP. This can be sunmmarised in
terms of how well the area neets the selection criteria,
(Section Il (b)) adding any itens of significance.

In addition to the rationale (which reflects the project
objectives) other issues to consider in project design are the
constraints faced in achieving the biodiversity objective, the
SPBCP phi | osophy of participatory planning and community based
managenent, specific coments from the TMAG the Ilevel of
resource owner commtnment and community awareness and | essons
| earnt from other projects.

The UNDP policy on gender sensitisation requires there to be due
recognition of the role of wonen and that they should
participate in the distribution of project benefits at least in
proportion to the input which they make. An indication of the
type of involvenent includes equitable representation in the
deci sion nmaki ng processes, consideration of special needs of
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wonen in the devel opnent of technology and their traditional
activities in the life of the village. Technical Annex 1
outlines sonme additional activities for inclusion of wonen in
communi ty devel opnent .

Communi ty based environnental projects have many of the features
required for a process approach to design and managenent, see
Techni cal Annex 4.

Key features of the process approach itself are:

Fl exi bl e desi gn and i npl enentati on

Conpr ehensi ve | ocal participation

Clear institutional framework

Moni toring and eval uati on

Rol I i ng project franework

Careful staging and definition of decision points.

The design of individual CAPs should be checked against these
criteria.

Appendix 5 lists profiles of projects being designed or
inmplenented in the region that could have sone relevance to
i ndi vidual CAPs. There may be instances where activities of such
a project could provide direct inputs to a CAP.

(d) Project objectives
The CAP objective is defined with consideration to:

enconpass t he whol e scope of the project,

refl ect conservation of biodiversity,

refl ect sustainabl e resource managenent by the comunity in
partnership with governnent and non governnent agenci es,

the need to assist in the devel opnent of successful CAP
nodel s for the South Pacific environment and cul tures,

be consistant with the overall SPBCP goal (Section II(b)).

An exanpl e of a CAP objective is:

"To conserve the biodiversity of the conservation area
through the creation of sustainable nmanagenent practices
and conmunity developnent in the CA and adjacent areas in
partnershi p between customary | andowners, users, governnent
and non governnent agenci es.

(e) The Target G oup

The existing and future generations of resource owners and users
and their famlies, (those that have the property rights to the
CA and surrounds and abl e to nake deci sions about resource use),
are the direct target group and beneficiaries of the CAP.

There will be other beneficiaries/stakeholders as individuals,
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governnment and non governnent institutions, at local, national,
regi onal and international |evels.

There are sectors of the comunity where it mght be necessary
to include special enphasis or nechanisns in the design to
ensure they are included as decision nakers/beneficiaries such
as for wonen and yout h.

The target group should be differentiated according to the
| andowners (resident and absentee), users of the CAP, and the
broader community. This enabl es an assessnent of the w nners and
| osers fromthe project, it is a basis for the distribution of
benefits and provides guidelines for project design to mnimse
the | osers and extent of | oss.

It is inportant to quantify the target group where possible.

(f) Project scope, components and the | ogical franmework

The scope of CAPs is indicated by the PD which states that the
followwng will be in place/conpleted by April 1998:

| andowner or community groups identified,

concept and project plans devel oped and approved,

coordi nating groups established,

managenent pl ans devel oped,

ecol ogi cal surveys carried out,

core protection areas with possible buffer zones,
sust ai nabl e biological resource developnent and incone
generation options identified and advice provided for
i npl enent ati on,

i nproved community awareness of biodiversity conservation,
long term self supporting project managenent structure
with trained personnel in place,

addi ti onal donor or technncal agency support secured,
nmonitoring systens devel oped and in place,

harvesti ng and environnmental inpact controls.

In three terrestrial based CAPs®’ it appeared that the scope of
CAP objectives could be net through the inplenentation of three
or four broad based conponents. Conponents are reasonably
nmutual Iy excl usive groups of objectives, activities, outputs and
i nputs (cost centres).

The conponents were:

Proj ect managenent

Sust ai nabl e resource managenent pl an
Communi ty devel opnent

Q her

? \Western Sanmpa, Fiji and Vanuat u.
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Project managenent - relates to short term project nanagenent
activities and the developnent of long term comunity based
managenent structures.

Sust ai nabl e resource nmanagenent plan - the preparation of a plan
whi ch indicates the preferred type and |l evel of use for the area
gi ven the physical resource base and soci o econom c frameworKk.

Communi ty devel opnent - this included a range of objectives and
outputs not vyet fully developed and which require sone
intervention to progress them further. They all relate to
conmuni ty devel opnent in one way or another and conpri sed:

resol ution of within and between vill age disputes,

i ntensification/devel opnent of agricul ture, fisheries,
forestry,

devel opnent of social services and infrastructure,
ecotourism (see Technical Annexes 2 and 3 for issues to
consider in income generating projects and ecotourism in
particul ar),

identification and devel opnent of other income generating
proj ects,

devel opnent of the CA as an educational facility

QG her - where any issue in the third conponent gains nomentum
and beconmes a nmgjor activity/cost centre there may be
justification in it being a seperate conponent, eg ecotourism

Each conmponent can be defined in terns of objectives and
objectives defined in terns of required outputs. For each out put
a nunber of activities are specified which in turn may require
inputs to be costed. These can be shown as a list or a |ogical
framework used to summarise the project/conponent design (see

Appendi x 8).

The | ogical framework is a useful technique for

providing a framework to gui de planners through the | ogical
processes of project design ensuring that the entire scope
of the project goal is addressed by an output and
associ ated inputs,

summarising the project plan, its conponent objectives,
out puts and activities/inputs,

by including verifiable indicators and nethods of
nmeasur enent provides a nonitoring and eval uati on franework,

by including dependencies identifies interelationships
between project conponents and between conponents and
activities thus hel ping to sequence the workpl an.

As CAP devel opnent is expected to be long, it is not possible to
identify all outputs and activities, or maybe even all of the
conponents at the tinme of the PPD. Activities and priorities
wi Il change according to progress and new data that conmes to
[ight during inplenentation. Activities listed in the PPD are
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based on present know edge. Sone of the nore di stant ones becone
part of a check list, they seemto be inportant based on present
know edge but future know edge may nmake themirrel evant.

It is necessary to conceptualise the whole of the project at the
time of the PPD, based on present information, to show the broad
rel ationshi ps between the project goal and conponents and to
estimate an indicative total project cost.

(g) Phasing and Wrkpl an

On observation of the CAP conponents it wll be possible to
divide the overall project developnent period into separate
phases based on the distribution of major activities of the
conmponents and the achi evenent of key m |l estones, eg:

Phase 1 Starts now and ends wth the acceptance of the
sust ai nabl e resource nmanagenent pl an.

Phase 2 Starts at the end of Phase 1 and ends wth the
effective operation of a community based managenent
i nstitution.

The phase nanmes refer to the major targets for the period and
doesnt exclude other conponent activities occuring at the sane
time, for exanple, nmuch of the preparatory work for Phase 2
coul d be undertaken during Phase 1.

At the outset all anticipated phases should be identified and
schedul ed, the final one ending with the adoption and effective
managenent of a sustainable managenent plan for the CA by a
community based institution, ie the project goal has been
att ai ned.

After identifying the project conponents, the major objectives,
outputs and activities, two workplans should be prepared. The
first being a relatively detailed plan for the first phase (of
at least 12 nonths) by nonths or quarters showi ng the timng of,
and those responsible for, major activities. The second to show
an indicative plan by mgjor known conponent outputs and phases
for the whole of the project period. The two could be conbined.
A sinple format is shown in Appendix 3 (D. 1).

The comunity factor in CAPs is Ilikely to lead to 1ong
devel opnent periods and uncertain directions taken in achieving
goal s. New information <comng to hand during project

i npl enentati on may show nore rel evant targets and effective ways
of achieving them than those first planned. Adopting a process
approach allows flexibility to redefine activities as required
as long as the integrity of the project goal is naintained.

How this will be done through reporting and neetings should be
made cl ear.

(h) Project Inputs, Costs and Fi nancing Pl an
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Costing of inputs is required for those identified for each
conmponent in the workplan. Accurate <costs for the first
phase/ year are required as a basis for funding whilst indicative
costs for subsequent phases are required to assist SPBCP in the
| onger term managenent of funds.

Thus two summary cost tables are required, the first by nonths
or quarters for the first phase and the second show ng
i ndi cative costs by phases for the whole project.

The project allows for some recosting when submtting quarterly
applications for funds whilst changes in costs resulting from
maj or changes in project direction can also be considered at
| onger termintervals.

For the sane set of cost categories, a table needs to indicate
the project cost according to the funding source; SPBCP,
provided directly by the governnment (staff tine, office space
etc) and other funding sources, and to identify parts as yet
unf unded.

These can be shown in cash or kind.

An approach to project costing including the categorisation of
costs and an indication of costs that SPBCP wll cover is
covered in Appendi x 4.

(i) Organisation, Managerment and Coordination

In many cases there will be an initial lack of project and
sust ai nabl e resource nanagenent skills wthin the community.
These will need to devel op and hence CAP nmanagenent activities

will be in two parts.

Initially activities wll need to be coordinated (with
participatory planning) by a governnent or non governnent
agency. A mgjor task during this phase is to develop conmmunity
based pl anni ng and nmanagenent skills.

The second part starts when community based skills are such that
it can be effectively responsible for the sustai nabl e managenent
of the CA. The transition fromthe first to the second part is
likely to be gradual with the community taking on nore and nore
responsibility.

In designing a system for project nmanagenent, the CAP
requi renents and available resources need to be assessed,
activities and inputs defined and scheduled. It is wong to
assune that project managenent will '"just happen' in response to
the needs of the project. Like any other input it nust be
pl anned on the basis the of project needs and the capacities of
the relevant institutions and individuals and their other
wor k| oads.

The SPBCP nakes two recommendations to enhance the devel opnent
of community based managenent activities. These are:
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the appointnment of a Conservation Area Support Oficer
(CASO to coordinate and undertake activities within the
CA, and

the establishnent of a Conservation Area Coordination
Commttee (CACC), being a community based institution to
devel op as the CA managenent entity.

In addition technical task forces or sub conmttees could be
establ i shed and coordinated (by the |ead agency, CACC or CASO
to progress particular project conponents or activities in the
wor k plan. |ssues such as the creation of a broad based | evel of
awareness in the area and the identification and devel opnent of
i ncome generating projects could be progressed in this manner.

The short term and anticipated long term organisation
structures, showng the |inkages Dbetween the relevant
i ndi vi dual s and agenci es should be illustrated.

List the functions of the different institutions involved and
their present l|level of commtnent, any support that they nmay
need to nmake effective tinely inputs.

Such questions as:

How wi Il the coordination of inputs by the different
agenci es be undertaken?

Wio wi |l undertake the project administration and
financial control, the reporting and nonitoring and
eval uation activities?

need to be considered and answered.

(j) Legal Franmework

Sunmari se any |egal aspects relating to governnment |egislation
providing guidelines for CAP's or national par ks, t he
rel ati onship between SPREP and the CAP, as outlined in a Letter
of Understanding (LQOU) and between the CAP and other funding
agenci es.

(k) Training

Training for nost CA's will be a critical input, it is spread
accross a nunber of conmponents and outputs. To help put it in
perspective and enable the organisation of regional training
courses for a nunber of CAPs it is useful to summarise the
project training requirenments, for exanple:

Cour se requi renment Tr ai nees AppPr X Appr X
timng nunber

|kbnnunity awar eness CAP | andowners and whol e
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conmuni ty
Partici patory rural NGO s and govt agenci es,
apprai sal s CASO
Communi ty busi ness Comuni ty, CACC nenbers
nanagenent
Proj ect preparation Landowners, govt and NGO
agenci es
Sust ai nabl e resource Landowners, park
managemnment , i npact gui des/ r anger
noni toring
Envi ronment nmanagenent, [Conmmunity wonen, youth
busi ness,

(1) Benefits, risk and outstandi ng i ssues

The expected inpact of the CAP on the stakeholders and the
bi odiversity of the area should be detailed with particular
enphasis on the distribution of benefits between stakehol ders.
In the design of the project it should be kept in mnd that the
benefits should ideally accrue to beneficiaries roughly in
proportion to their investnment/input in resources and effort.
Anything less is a high risk to long term project success.

Sonme people will be worse off because of the CAP and these too
shoul d be nentioned along with the extent of expected | oss.

The major risks to the project achieving its objectives should
be nentioned. Categorising them as physical/technical, social
institutional and econom c/financial helps to identify them

The outstanding issues as at the tinme of preparation of the PPD
are those that require urgent attention in order to progress
project inplenentation.

Vv SOVE PRACTI CAL ASPECTS OF PRQIECT MANAGEMENT

(a) Structure and coordination, institutional strengthening

Initially there are likely to be two foci of activity; the CA

where concentration wll be on developing |ocal awareness,
participatory planning and managenent skills, and; an urban base
for the lead agency, where coordination of activities will be

initiated and nuch of the admnistration is undertaken.

There nust be good communi cation between the two activity areas
and supported with reporting and neeti ng schedul es.

Activities wll beconme nore CA orientated as inplenentation
pr oceeds.

CAPs are likely to require inputs fromdifferent governnment and
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non government agencies to address the range of technical and
community issues. Such inputs should ideally be sequenced in a

logical way coordinated by the lead agency. The Ilimted
resources of nost Departnents of Envi ronnent or their
equivalent, in relation to their workload nmake this extrenely

difficult. Ways of mtigating the problem could be considered
t hr ough:

Nom nating an existing governnent or non governnent agency
enployee in the lead agency as the Project Coordinator,
this person will be the main contact point for the CAP and
be fully aware of all aspects at any one tine.

Enmploying a well experienced and qualified field based
Conservation Area Support Oficer (CASO or Project Manager
as soon as possible. Any training needs of the CASO shoul d
be identified and net. H s/her effectivenes nust not be
constrained by |ack of transport or equipnent etc.
Appointing village part tinme counterparts (paid) to work
with the CASO to gain a depth of understanding through
sharing and di ssem nati ng know edge and experi ences.

Early establishnent of the Conservation Area Coordi nating
Commttee (CACC) so it can start taking responsibility as
soon as possi bl e.

Form technical task forces or subcommttees by the |ead
agency or the CACC to progress specific issues such as
community  devel opnent, ecot ouri sm i ncome generating
projects, agricultural devel opnent, social infrastructure,
education etc.

Accel eration of the developnent of community based
managenent through focussed training for awareness and
managenent skills.

(b) Project nmanual

A manual reduces the risk of project experience being |ost when
key project staff tenporarily or permanently |eave the project.
The content may address:

terns of reference for key staff,

enpl oynent condi tions,

conposition and terns of reference of the CACC

procur enent procedures,

financial procedures (application for funds, budgeting,
financial reporting),

reporting of physical progress,

monitoring and eval uation procedures for project inpact,
formats of physical and financial reports, enploynent and
consul ting contracts,

list of project files,

met hods of nodifying workplans in light of new information
and changed ci rcunst ances,

key contacts, addresses, phone and fax,

reference material .

The manual shoul d be updated as required.



18

(c) Wbrkplans and nonitoring progress (mlestone reviews)

In practical terns the process approach to design and rmanagenent
requires the setting of a nunber of mlestones/targets to be
achieved within short to nmedium term planning periods for each
conponent. The project has a 'rolling" design and inplenentation
approach, being kept in check with periodic reviews (towards the
end of each phase) of outputs to original objectives.

This flexible approach requires skilled managenment and usually
needs sonme onerous reporting and deci sion maki ng processes, (see
Techni cal Annex 4).

The first project phase (as shown in the PPD), where activities
and tasks are known with some certainty, could be broken down
into nore detailed and shorter pl anning periods (say
corresponding to the quarterly application for funds or nonthly
internal managenent requirenents) and a nunber of 'mlestones’
(planned target dates for conpletion of an activity/task)
nom nated to work towards, for exanple:

Activity Target date
Application for SPBCP funds 15/ 3, 15/ 6, 15/ 9, 15/ 12
CASO i n pl ace 1/7

Landowner conmit ment 30/ 5

Comuni ty awar eness progranmre starts 15/ 7

Ar chaeol ogi cal survey by 30/ 6

Cultural sites survey by 15/7

Bi odi versity survey by 15/8

Soi | s survey by 30/7

etc

Al'l relevant agencies, including the funding agencies need to be
kept informed of major changes in the project design.

(d) Reporting, budgeting and financial control

Critical to effective project managenent is a conprehensive yet
sinple reporting system

SPBCP has its own reporting requirenents to UNDP, consequently
there are sonme back to back reporting required fromeach CAP

Quarterly Reports
The object is to request funds for the next quarter. This needs

to be rationalised by acquittal of the previous quarter's funds
(together with receipts for mgjor itens) according to CAP cost
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headi ngs, the original budget for the quarter as presented in
t he annual report and explanations of |arge divergenci es between
the original budget and anmount request ed.

Brief statenents as to project progress in relation to that
pl anned for the previous quarter (by conponents) should be nade
together wth an indication of any problens or constraints and
pl anned resol ution.

This will need to be submtted (faxed) about six weeks before
the end of the present quarter so SPBCP has tine to aggregate a
subm ssion to UNDP four weeks before the end of the quarter.
This timng may becone nore flexible, based on six nonthly
application for funds rather than quarterly, in due course.

A suggested format for the quarterly report is included in
Appendi x 3.

Si x Monthly Report

This has the sane objective and content as the quarterly reports
except that a nore rigorous assessnent of the CAP's goals and
objectives is made in |ight of progress to date. The sane fornat
as the quarterly report in Appendix 3 can be used, expanding to
i ncl ude the above assessnent.

Annual Report

The annual CAP report should be presented no later than two
months after the end of the financial year (adjusted to a July
to June year if necessary). It should reconcile funds (from all
sources) received with expenditure made for the 12 nonths,
explaining variations. It should discuss the year's activities
in light of those proposed in the PPD or the previous annual
plan, major constraints and achievenents and show consistancy
with the project goal and conmponent objectives. It could be
produced at the same tine as the first quarter funding request
if it is ready.

Annual Pl an

The object is to prepare a physical plan (project mlestones for
the year would be identified) and budget (by quarters) for the
next year (this may or may not correspond wth a Phase) for
subm ssion to SPBCP by the mddle of My each vyear. A
reconfirmation of the consistancy between project objectives and
conponents shoul d be nade.

Approval would nornmally be expected before the start of the next
financial year (July). A format is shown in Appendi x 3.

Q her reports

QG her reports are internal managenent reports and should be as
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consi stant as possible with those required by SPBCP to avoid
duplication. Such reports mght be submtted on a nonthly basis
by the CASO to the CACC and to the | eading agency.

These woul d be prepared by the Project Coordinator and CASO on a
regul ar basis (nonthly) for presentation to the CACC and its
precursor in the initial stages. It should address both physical
and financial aspects relating to progress and expenditure
(budget and actual). Progress should be assessed in light of the
previous period' s targets. The physical and financial budget for
t he next planning period to be presented.

Reports from any special issue task forces should be prepared as
required.

Information in the above reports wll be the basis for the
reports sent to SPBCP

Al though the reports are prepared on a quarterly basis, CAP
managenent nay need preparation of budgets on a nonthly basis
for greater control

(e) Sources of funds

For nost projects the initial mgjor funding agencies wll be the
nati onal governnent, through the provision of tine of governnent
staff, and SPBCP. There may be one off or continuing funding or
provi sion of inputs fromother sources such as bilateral aid, TA
fromthe ADB and NGO s.

SPBCP funds at this stage are secure to April 1998. It wll be
inportant for CAP's to pronote their cause to other |ocal and
i nternational funding agencies to enable continuous planning and
i npl enentati on without interruption.

(f) Comunity based nanagenent

A maj or subconponent of the CAPs is to establish an effective
community based nmanagenent structure. This would need to nake
deci si ons about sustainable use of natural resources and enforce
regulations to bring about that wuse. It would also take on
responsibility for financial managenent , procur ement and
coordination of activities of government and non governnent
agenci es and consultants and other adm nistrative activities.

The devel opnent of community based managenent nust be underlain
by a sense of project ownership by the primary stakehol ders, ie
they nmust not see the CAP as an intervention by agencies who
will continue to support it indefinitely. The project benefits
should be sufficient to conpensate the target population for
their efforts and possible incone foregone, in conserving the
resour ce.

To develop and maintain this sense of ownership will be a nmajor
chal l enge and needs to be constantly reviewed, particularly in
the early stages when the capacity for comunity based
managenent is very limted.
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(g) Keeping records

Financial records will need to be centralised, ensuring the
project accounts can be identified either separately or from
within an overall agency accounting system A project cash book
woul d need to be kept up to date to enable financial control and
qui ck conpletion of quarterly reports for application of funds.

It is inportant to define a filing system according to project
conponents and major outputs and activities at the begi nning of
the project and keep information that records the devel opnent of
the project over tinme. This will be inportant for nonitoring and
eval uation and anal ysis purposes for ongoing project design as
well as for providing case study material that contributes to
t he devel opnent of other CAPs.

Vi SPBCP FUNDS
(a) What costs will they cover?

The types of costs that SPBCP wll cover are discussed in
Appendi x 4.

(b) Disbursal of SPBCP funds

Funds will be preferably transferred to a CAP nom nated project
account by SPBCP every quarter. They can al so be sent by cheque
direct through the post, however this may lead to the late
arrival of funds.

VI  PRQIECT MONI TORI NG AND EVALUATI ON
(a) Introduction

Havi ng adopted a process system of project inplenentation it is
I mportant for rigorous systens of nonitoring and internal and
external evaluation activities to ensure activities remain
consi stant wth the project goal/objectives.

This wll lead to an effective system of ongoi ng project design

There is a need to nmake sure original objectives are kept in
m nd and any design nodification is made with respect to them
This doesn't nean that objectives cant change but there needs to
be strong justification, such as the original objectives
becomng irrelevant in light of new information or nmajor
external factors such as cyclones that alter the nature of the
ar ea.

There are two aspects of nonitoring and evaluation, both to
assi st project nmanagenent and to satisfy the SPBCP, UNDP and CEF
t hat project objectives are being net.
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Monitoring of project inplenentation
Monitoring and evaluation of project inpacts on
bi odi versity and community devel opnent

These are undertaken through:

Wthin CAP managenent procedures (neetings, reporting)
CAP regul ar reporting to SPBCP (quarterly, six nonthly
and annual) and visits to CAPs by SPBCP staff.

M d term eval uati on by outsi de agency

Proj ect conpletion

(b) Project Managenent and | npl enmentation

In relation to those outputs and activities identified in the
work plan for each conponent and related to overall project
i npl enent ati on.

For project mnmanagenent the mgjor indicators could include a
strengthened |ead agency, the enploynent of a CASO and the
effective operation of the CACC, project procedures nanual,
effective reporting of financial and physical progress, a
framework for effective participatory planning and transition to
communi ty based managenent .

For the CAP sustai nabl e managenent plan indicators wll include
the achievenent of the major inputs and the resultant agreed
plan reports. The sane type of indicators apply for comunity
devel opnent and say ecotouri sm conponents.

Such information would be reported in quarterly, six nmonthly and
i nternal managenent reports.

(c) Project Inpact

The inpact of the CAP on the biodiversity and the comunity
could be neasured using the foll ow ng indicators:

| npact on communi ty nanagenent,

achi evenent of managenent and admnistration activities at
community |l evel: operating bank accounts, enploying staff,
CACC managenent role, effectively enforcing regulations for
| and use, active participation in ecotourismetc,

reduction of land use conflicts and di sputes,

effective participatory planning and inplenentation:
community decisions reflected in project workpl ans

wi despread | evel of understandi ng and ownershi p anongst the
conmuni ty

m ni mal nunber of conplaints from village comunity
relating to governnent activities, distribution of funds
etc

| npact on bi odiversity conservation and resource managenent,
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(as per the critical indicators identified by the
bi odi versity survey and resource use plan)

| npact on welfare of community

hi gher househol d i ncones and/ or increase in household well -

bei ng,

increased inconmes from cropping and livestock activities
related to conservation derived i ncome  generating
activities,

i ncreased revenue fromeco tourists,

devel opnent of other incone generating activities,

nmore efficient or beneficial resource activities,

evidence of benefits being equitably distributed anongst
t he comunity.

| npact on the invol venent of wonen and yout h,

evidence of the increased influence of wonmen in decisions
af fecting resource nmanagenent.

nunber of wonen trained as part of the project

nunber of yout h trai ned and undert aki ng pi | ot
environnental |y orientated projects.

It may be intended to undertake an assessnent of the inpact of
ecotouri smon the conmunity.

(d) Project Review

Evaluation/review is to be carried out in the mddle of the
SPBCP funding period by an outside party and a project
conpletion report to be prepared at the end of the period. In
addition TMAG wi Il undertake an annual review of the project on
the basis of periodic visits by SPBCP staff and the periodic
reporting process.

(e) Bench Mark Data

In relation to inpact nonitoring there wll be a need to
gquantify, where possible, those features and characteristics of
the biodiversity and the socio economc status of the community.
Such information wll cone from existing published and
unpubl i shed information, from formal surveys and rapid rural
appraisals relating specifically to the area.

I n undertaking such surveys it should be kept in m nd what other
project conponents mght also require such data (project
pl anning, incone generating projects etc) and endeavour to
address these needs at the sane tine.
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APPENDI X 1 SERVI CES PROVI DED BY SPBCP
1. Pr of essi onal Support

SPBCP have two field staff, a Community Devel opnent Advi ser and
a Biodiversity Adviser. A Species Protection Adviser will be
spending half of her tine directly related to the SPBCP. These
three staff and the Programme Manager are available to provide
assistance to individual CAPs on request at any stage of the
project cycle. SPBCP will act as a focus for the network of
CAPs.

2. Consul ting Services

I f the consulting/technical assistance requirenments of CAPs cant
be net locally a request for nanmes and contacts from SPREFP s
consultant's register can be nmade. If required, SPBCP can assi st
in the preparation of the terns of reference, organise
contractural arrangenents and directly pay the consultants.

3. Trai ni ng

Training will be a critical input for nost CAPs. SPBCP wll,
over time, conpile a data base on the common training needs of
CAPs and a list of institutions and people that supply training
services within and for the region. This service wll be
enhanced by inputs/feedback from eligible countries through
passing on their training needs and information relating to
training sources to SBPCP. It can also recomend itinaries for
study tours.

4. Qper at i onal Field Level NGOs and Conmunity Based
Organi sati ons
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For CAP's requiring field level inputs from NG s SPBCP wll
endeavour to provide a list of operational NGO s. Efforts to
date to develop a data base on effective N33 has not been
successful. The devel opnent of this aspect wll depend on a
sharing of know edge between CAPs and SPBCP.

5. I nt ernati onal Fundi ng Sources

As CAPs develop they nmay need to be pronoted to international
agencies for alternative sources of funding after SPBCP ceases
in April 1998. Maj or  international envi ronnent al NGO s,
bilateral aid programmes and regional institutions are possible
sources and SPBCP will facilitate contact if required.

6. Regi onal Conf erences

SPBCP will hold regional conferences/neetings/workshops from
time to tinme for those involved in CAP inplenentation, the
object being for training and to share and record experiences,

building a nore effective framework for CAP design and
i npl enent ati on.

7. | nformati on services

The SPREP Library and Information Centre is available to
identify and locate reference material from sources inside and
outside the region. The SPREP Information and Publications
Oficer can assist in the preparation of environnmental extension
materials, including the production of print, radio and video
for local and regional use.

SPREP is also an active participant in the Pacific Sustainable
Devel opment Network for accessing relevant information, and it
has direct access to local and regional radio through the One
Wrld Project. Spatial data for the region is available through
the Pacific Environmental and Natural Resource Information
Centre (PENRIC).

Contact Wes Ward, the Information and Publications Oficer at
SPREP.
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Country

CAP (1)

Cook | sl ands

Federated States of M cronesia
(Pohnpei )

Wat er shed Managenent and Envi r onment
Proj ect

Fiji M Koroyanitu National Park
Kiribati Kiribati Conservation Area

Mar shal | | sl ands

Naur u

N ue Bi odi versity Conservati on Progranmre
Pal au Bi odi versity Conservati on Programre

Sol onon | sl ands

Komari ndi Wat er shed Managenent
Proj ect

Tokel au

Tonga

Tuval u Funafuti Marine Park Project
Vanuat u Bi g Bay National Park

West ern Sanoa

Saanapu/ Sat aoa Mangroves




(1) As at end May 1994

APPENDI X 3 SAVPLE REPORT FORVATS

In Section V (d) the quarterly,
activities are identified together

28

six nonthly and annual reporting
with the need for an annual

plan. The following are indicative formats (not to scale) that
CAPs coul d consi der for adoption.

QUARTERLY REPORTS

A PHYSI CAL PROGRESS AND PLAN

A1 LAST QUARTER S PROGRESS

Pl anned conponent
activities/mlestone

Activities achieved

Comments (constraints,
resol uti ons etc)

1. Project nmmnagenent

2. Sustai nabl e resource
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managenment pl an

3. Communi ty devel oprent

4. Ecotourism

A 2 NEXT QUARTER S PLAN

Conponent activity/m | estone
pl anned

Comments (responsibility,

dependenci es etc)

1. Project managenent
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2. Sustai nabl e managenent pl an

3. Community devel oprent

4. Ecotourism

B. FI NANCI AL RECONCI LI ATI ON AND REQUEST
B.1 BUDCET/ ACTUAL BY COST CATEGCRI ES ( SPBCP FUNDS QONLY)

Code |Cost cat egory Year Last quarter

(10)

Next quarter “



(1)
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Appr'd [Exp. to |Funds |Appr'd |Expend- [Apprv'd JAct ual
budgt |date | ef t budget fiture |expend. [requst

(2) (3) (4) (5 (6) (7) (8) (9)

Account s payabl e

Tot al

Expl anat ory notes:

(1)

(2)

(3)
(4)
(5)
(6)
(7)
(8)
(9)
(10)

Code: Used by SPBCP to allocate costs to categories for onward
reconciliation to UNDP. If a CAP wi shes to use codes for cost categories
enqui re fromthe SPBCP Accountant.

Cost Category: Enter project cost category here, the cost categories
shoul d be defined by cost item and forwarded to SPBCP, however categories
as in Appendi x 4 are reconmmended.

Approved SPBCP budget as per the annual plan.

Actual and conmitted expenditure to date including the |ast quarter.

Rerai ni ng funds for the year.

Approved budget for the last quarter (as per the |last funds received).
Actual funds expended for the last quarter including accounts payabl e.
Approved expenditure for next quarter as per the annual plan

Modi fi ed budget request for the next quarter.

Attach receipts of major expenditure itens during the quarter.



B. 2 ACCOUNT RECONCI LI ATI ON AND REQUEST

FOR SPBCP FUNDS

Local
currency

(a)

Bal ance at start of last quarter

o)

Funds received fromSPBCP on ...... (1)

e

Total funds available for |ast quarter (a+b)

o

Funds expended during last quarter (B.1(7))

(e)

Account bal ance at the end of the | ast

quarter, date........ (2)

o)

Funds committed (accounts payabl e)

”( 9)

Net avail able for next quarter (e-f)

I

Budget expenditure for next quarter (B.1(9))

H(i)

Total funds requested for next quarter (h-g)

(1) Date when the | ast SPBCP funds were received
(2) Account bal ance at tinme of preparation

B.3 OIHER SQURCES OF PRQJECT FUNDS (1)

Cost category Sour ce Val ue

Last Next
quarter jquarter

32
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(1) Identify the inputs in cash and kind and approxi mate val ues that have been
supplied by other funding sources during the quarter. Relate it to those
inputs identified in the annual plan (D 2).

C GENERAL COMMENTS (SI X MONTH REPORT ONLY)

C. 1 PHYSI CAL

(H ghlight positive points and constraints, resolutions, are project goals
and objectives still relevant and consistant with conmponent outputs?)

C. 2 FINANCI AL

(Expl ain maj or variations between budget in Annual Plan and expenditure to
dat e)
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D ANNUAL PLAN

D.1 PHYSI CAL PLAN

Conponent Resp 1994 1995
activity | [Ke---------- Phase 1-------- P Phase 2-----
S O N D J F M A M
(NB: The work plan should show the major conponent activities as the basis for

the budget D.2,

quarters)

i ncl ude

t he

D.2 BUDGET FOR THE NEXT YEAR

institutions
features, the starting and end points of phases and mgj or

responsi ble and docunent

the main

Cost category

Budget for period

Tot al

Q

Q@

@B

Funded by:

SPBCP

Q her

expected mil estones by
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(NB: Indicate if any project component is without funding at this tine).

APPENDI X 4 PRQIECT COSTS
1. | nt roducti on
Project costs are required to:

estimate funds from SPBCP to cover the cost of CAP inputs,
provide data for budgets to identify financial incentives
for income generating projects,

possi bl y undertake ex post econom c analysis of projects in
due course,

assi st SPBCP plan distribution of funds between CAPs,

i ndi cate conponents that have a source of funds and those
t hat need fundi ng,

There are three ways in which SPBCP can fund CAPs:

1. Directly to CAP nmmnagenment responding to quarterly
requi sitions.

2. SPBCP paying costs directly to providers of services, such
as consultants, on behalf of individual CAPs.

3. Fundi ng regi onal activities which benefit all CAPs, such as

regi onal conferences, species protection, production of
pronotional materials (videos, posters).

An accurate estimate of project costs for the first year/first
phase of the project by nonths or quarters is required to
indicate funding needs from SPBCP and other sources. This
exerci se should be carried out at the beginning of each short
term planning period. These estimates are the basis for funding
requests over that period. They provide a baseline or budget
agai nst which actual expenditure can be conpared. Such a
conpari son hel ps to identify pr obl ens during pr oj ect
i mpl enent ati on.

A less accurate long term cost estinmate is required to provide
sone idea of the scope of the total project based on current
thinking. This also assists SPBCP nmanage it's funds between
CAP' s.

QG her project funding sources (in cash and kind), such as
governnment, project beneficiaries and other agencies should be
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identified. It can thus be seen what CAP conponents are being
funded and if funding gaps are likely to lead to delays in
overal | inplenmentation.

(b) What type of costs will SPBCP cover?

For project funding purposes a cost is only relevant if it is
directly related to the CAP

There are no precise criteria in place to determ ne whether or not a
particular cost itemw |l be funded by SPBCP, the two genera
gui del i nes are:

(a) It will not fund major and high cost itens of equi pment or
infrastructure which incur ongoi ng operating costs and where
repl acement costs nmay be required ie not sustainable.

(b) It will fund itens that are considered to be essential for the
successful inplenmentation of the CAP, the | ow cost options will
be given priority provided effectiveness is not unduly
conprom sed

The final decision is made by SPBCP and will depend on the
situation faced by the individual CAP, what nay be approved for
one CAP may not necessarily be appropriate for another CAP.

The PD indi cates CAP costs that m ght be covered by SPBCP

CA Support Oficers (CASO;

costs involved with identification of candidate CA projects

devel opnent of country and site specific strategies for CAPs;

CA coordination groups responsible for local participation and pl anning;
securing endorsenent of government and | ocal |and owni ng groups;

support for biodiversity conservation, sustainable resource use and
comuni ty devel opnent activities within CA's;

support for information and education activities to inprove awareness and
i nvol verent anong | ocal communities working on CAP' s;

trai ning and workshop activities for Pacific Island nationals working on
CA proj ects.

' Sone SPBCP funds nay be used for snall seed nonies and advice will be
provided to | ocal groups which wish to obtain |oans for sustainabl e
devel opnent activities such as comunity agroforestry devel opnent or
conservation linked tourismdevel opnent'.

Regi onal | y SPBCP wi |l | :

support to establish and maintai n dat abases and organi se infornmation, at

the local CAP, national and regional |evels, on biodiversity, its use and
conservation; collaboration with environment and devel opnent

organi sations, and di ssem nation of SPBCP findings to guide policies and

progranmes in the region,

i mpl enmentati on of species protection strategies, particularly for marine

mammal , turtles and bird species.
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SPBCP may cover sone costs of strengthening the | ead agency responsible for the
CAP but in general will not cover the costs of providing offices and
admi ni strative services for the CASO

Sone further SPBCP funding criteria set out by TMAG are:

SPBCP wi Il not pay for activities by |local resource owners that they are
engaging in for their own benefits. People will not for exanple be paid
to attend neetings and wor kshops except to cover expenses. Traditiona
gifts to village neetings are acceptabl e.

Pai d positions created for SPBCP activities will be clearly phased out of
the programme or be self funding by the final year of funding or there
will be a clear understanding that the ongoing position will need to be
funded from el sewhere

Local salaries paid will be conparable with [ocal rates

SPBCP wi Il avoid funding infrastructure unless it is clearly shown to be
essential to the CA and that sustainabl e upkeep beyond the life of the
SPBCP is budgeted for.

For technical assistance (consultant services), costs can be
directly net by SPBCP (fees plus per diens and reinburseable
expenses). The CAP should notify SPBCP of planned TA
requirenents for 12 nonths ahead, submt TOR and rationalise for
approval along with the estimted time, timng, cost and

preferred consultants, if any. |If there are no preferred
consul tants SPBCP can forward selected CV's fromits register to
the CAP for their selection. SPBCP wll negotiate with a

consultant on behalf of the CAP. The report/survey results on
conpletion will be forwarded to the CAP and SPBCP and the
consultant's final paynent will be nade on acceptance of the
wor k by both the CAP and SPBCP.

(c) Identifying and Categorising Costs

In defining CAP cost categories it is inportant to ensure they
are consistant with national governnent requirenments. For SPBCP
costs should be able to be allocated to one of the follow ng
cat egori es:

CAP consultancies, either as part of CA establishnment and
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managenent or as a part of CA sustainable devel opnent
activities.

CA Support officers (CASOs), salaries and wages for CAP project
managers and vill age based conservation officers.

CA awareness identification, includes the cost of in country
reviews, surveys, information and CA indentification, nationa
and | ocal publicity, SPBCP database, CA eval uation.

CA establishnment and nmanagenent, support for individual CAPs,
establ i shnent, planning, coordination, (coordinating groups,
survey, research, information and adm nistration).

CA sustainabl e devel opment activities, support for individua
CAPs, sustainable developnent activities, pilot projects,
initial capital.

Speci es protection, inplenentation of SPREP regional protection
strategies, birds, turtles, and marine manmal s.

Study tours
In service training, training workshops and conferences.
This allocation will be done by SPBCP.

There are many uncertainties relating to the identity and tim ng
of CAP benefits, (and costs to a |esser extent), sone are not
possible to quantify and normal ex ante benefit cost or cost
ef fectiveness analysis has little nmeaning. Further, there are no
costs anal ysed from previous CAPs that could be used to guide
the costing activity, ie identifying acceptable |evels.

It is hoped that SPBCP w |l nake inportant contributions to
identification of acceptable cost |evels, and resource econom cs
in general, for CAP's on customary owned | and.

Al'location of costs into appropriate categories from the start
may enabl e possi bl e ex post econom ¢ analysis in due course.

A nore detailed level (cf that required for SPBCP purposes) of
costing will enhance project budgeting and financial control. It
will assist nmanagenent in highlighting areas of concern,
pi npointing particular areas for conparison of budget/actual,
conparison of individual categories over tinme, conparison
bet ween projects and provide nore useful data for future project
pl anni ng.

An initial step is to separate costs into capital (investnent)
and recurrent (operating) costs. They are grouped under headi ngs
that provide an adequate general definition.

The following tables are a guide for allocating costs to
categories, they are typical project costs and wll not
necessarily all be paid for by SPBCP.
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Second | evel classification

Third | evel classification

Bui | di ngs

\Vehi cl es

Office equipt and furniture

Typewriters, conputers, printers, UPS
sof t war e, photocopier, filing/ mp
cabi net, desk, chairs, tables

m scel | aneous

Techni cal assistnce & studies (provided
by | ocal and international government,
non gover nment and private people and

i nstitutions)

Services of govt staff and consultants,
val ue of contract to undertake
particul ar studies (include the whole
package of costs, fees and rei nmburseabl e
expenses) .

Tr ai ni ng equi pnent

\Vi deo recei ver and nonitor, video and
SLR canera, overhead projector and
screen

| npact monitoring and eval uation

Soci 0 econoni ¢ survey,
apprai sal, materials,
t eam

rapid rural
proj ect eval uation

Tr ai ni ng

St udy tours, schol arships
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Pr oj ect/ bi odi versity pronotion

Post ers, video production

Devel oprent fund (revol ving fund)

Costs involved with initiation of
financially viable enterprises

B Recurrent/ operating costs

Second | evel classification

Third | evel classification

Sal ari es and wages

WAges and sal aries and on costs of staff
enpl oyed wholly or partially by the CAP
I ncludes the value of the total package
and estinate of overtine, allowances etc
t hat mght be attributed to the CAP
These are peopl e associated on an
ongoi ng basis, not undertaking one off
surveys.

Bui | di ng operation and mai nt enance

O fice operation and nai nt enance

Office rent, contribution, staff
recrui tnent costs

\Vehi cl e and equi pmrent Q&M

Runni ng expenses of vehicles and ot her
equip't. (fuel, repairs and naintenance,
| ubri cants)

Trai ni ng and denonstration (include
ongoi ng programes of raising |evels of
comuni ty awar eness, agency staff

awar eness)

Trai ni ng packages provi ded under
contract, or for self designed training
aggregate the individual costs (resource
peopl e, transport, consumnerable
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awar eness) mat eri al s, acconadation and neals, field

trips, etc)

Meet i ngs, conferences, For | andowners, project staff

(d)

The Process of costing CAP' s

Long list of project costs

For each project conponent prepare a long list of inputs
that are |likely to have associated costs, including
increnental costs and other inputs that will be nmade by the
governnment (such as staff tine, office facilities etc).

Aggr egati on of costs under major cost headings

Categorise the inputs/costs, deleting any duplications,
firstly into capital and recurrent costs and then into
maj or cost headi ngs such as those in the tabl es above.

Unit costs

For each of the individual cost item conponents, prepare
the specifications and appropriate unit costs (ie for third
| evel costs or below). These becone one set of building
bl ocks for project costing.

They are based on present market values (the total cost
i ncluding the cost of transport, insurance etc) at the site
where the input will be used. For nmajor input itens show
t he assunptions on which costs are based, also if relevant,
refer to the period for which the cost is valid. The costs
are held constant for the project period but also show the
indicative rate of inflation (if there are no forecasts
show t he present and average for the last three years).

Tables 1, 2 and 3 are exanples of unit cost tables.

Detailed cost tables for the first year/phase and for the
whol e proj ect

For each CAP conponent define the costs under each najor
cost category. (Cbtain the quantity and timng of inputs
fromthe work plan (the other set of building blocks) and
together with the unit costs derive a cost table by nonths
or quarters for the first year/phase of the project. Table
4 is an indicative format that m ght be used.

Prepare a simlar table by components by years for the
whole project at a Ilesser level of detail of cost
definition, estimtes to be backed up wth witten
assunptions and referal to unit costs.

Sunmary of governnment and other contribution to project
costs
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Fromthe detailed first year and whol e project cost tables
(step 4) identify the existing and increnmental governnent
agency costs that are being/will be paid for by the
governnment and other agencies and present in a seperate
table by years for each conponent and the project as a
whol e.

6. Sunmary project cost tables

Prepare a table showi ng total increnental project costs (ie
excl udi ng governnent contributions already being paid such
as existing governnent staff salaries and office costs) for
the first year and for the whole project period (to end of
SPBCP funding). The first year table should be by major
cost categories and nonths/quarters. Both tables should
show t he expected source of funding for each category/item
(SPBCP, Covernnent, other source).

To undertake the above steps the following table formats m ght
be useful, the figures used are fictitious.

Table 1 - Unit costs of travel and subsi stance

ltem Uni t Unit cost
(vt)
Airfares
Vila/ Santo/ Vil a Per trip 20100
Vila/Fiji/Apia return Per trip 220000
NZ/ Vi | al NZ " 275000
Sydney/ Vi | a/ Sydney " 260000
Transport (Santo)
H re vehicle Per day 7000
Taxi to Matantas Per trip 5000
Taxi from Mat ant as Per trip 5000
Village vehicle, each Per trip 4000
way

Subsi stnce al | wnce

At Mat ant as Per day 1500
At Luganville " 7000
At Pt Vila " 9000

Table 2 - Ofice and associ ated unit costs



”Iten1 Uni t Unit cost

|Fire of serviced office Per nonth [20000

Consumabl e materials (stationary Per nonth 5000

et c)

”REps and maint to equip't Per nonth 3000

Conmuni cat i ons Per nonth 5000
Total nonthly office costs Per nonth [33000

Table 3 - Unit costs of training costs

Item Uni t Unit cost
(vt)
Training in country - Pt Vila (1)
Transport Santo/ Vil a/ Santo Per trip 20100
Acconmadati on and food Per son wk. 25000
Cour se Per son wk. 20000
Local transport Per son wk. 2000
Total for one week course 67000
(conmputer, first aid, business skills,
et c)
Training in Luganville
Transport Mat/L/ville/ Mat. Per trip 10000
Acconadati on and food Person wk. 15000
Cour se Person wk. 20000
Total for one week course 45000
Training in Matantas (1 wk course)

43
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Transport (Vila/NMatantas/Vila)
Ar Per course | 40200
Vehi cl e " 10000
Per diens (Vt1500/ day/ person) " 15000
Mat eri al s/ cour se 50000
Total cost of one week course 115200
(using two Vila based resource staff)
Tr ai ni ng overseas (Park Managemnent)
Study tour (six weeks)
Airfares (Pt Vila/NZ/Pt Vil a) Per person 275000
Accomadati on and food " 462000
Local travel 180000
Cour ses and mi scel | aneous 110000
Total cost 1027000
Long term (three nonth)
Airfares 275000
Cour se/ subsi st . 1200000
Local travel 100000
Total cost 1575000
(1) Estimated cost of attending any training course in Pt Vila including the

acconmdat i on, food, course

Table 4 - Detailed Cost Table for Project Managenent Component

Cost category/item Uni t Quantity Uni t Val ue
cost
QA | (B |4 [Tot QAL (@ B [A [Tot [Funded
by

(b) Recurrent cost
Sal ari es/ wages
Proj ect coord nmhnl 1 1 1 4 002 2 2 2 [8 |Govt
CASO th 3 B 3 3 |12(10083 3 3 |3 [12 [SPBCP
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Transportation
Airfares to CAP
Local vehcle hire

O fice operating

etc

Tot al

APPENDI X 5 UNDP FUNDED AND OTHER COVMUNI TY DEVELOPMENT AND
ENVI RONVENT PROGRAMVES/ PRQJECTS

There are a nunber of projects/programmes in the South Pacific,
both orientated to individual countries and to the region as a
whol e that are funded by UNDP and other agencies. Al or parts
of these projects could have a positive conplinmentary role to
play in the preparation and managenent and know edge base of
SPBCP funded CAP' s.

The SPBCP Proj ect Docunent provides a conprehensive inventory of
regional policies and initiatives in the South Pacific the
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followng table lists sone others of particular relevance to
SPBCP.

A obal and Regional Policies and Progranmes of Relevance to the
CAP

Nanme of Programme/project and fundi ng agency

Titl e and Agency

Sout h Pacific Forestry Devel opnent Programe (FAQ UNDP)
Rel evant | nterest Areas

Provi des technical training and other support to nenber
countries to inprove their capacities to better use, nmanage and
devel op their forest and tree resources on sound and
sust ai nabl e bases.

Countries of Qperation

SPBCP countries and PNG

Cont act

29 Pender Street Suva, Ph:(679) 300432; Fax (679) 305212

Titl e and Agency

Regi onal Fi sheries Support and national Capacity Buil ding
Programre (1994/96) (PSC, FFA, UNDP)

Rel evant Interest Areas

Pronotes the capacity for sustainable long termfisheries
devel opnent in PIC s throughincreasing ability o fpublic sector
managers ion PIC s to effectiviely pronote and hel p achi eve
sust ai nabl e devel opnent of the fisheries sector within the
framewor k of sound nmarine resource nmanagenent.

Countries of Qperation

PIC s

Cont act

UNDP, Suva

Titl e and Agency

O fshore Fisheries Devel opnent Programe (UNDP/ SPC)

Rel evant | nterest Areas

Ainms to foster a wider establishnent of viable donestic

of fshore fishing enterprises in the region, especially through
t he support of the establishnent of rational sustainable Fish
Aggr egat i on Devi ce.

Countries of Qperation

SPBCP coutnries and PNG

Cont act

UNDP, Suva

Titl e and Agency

Smal | Enterprise Devel opment (UNI DO UNDP)

Rel evant Interest Areas

Provi des technical advice and training to strengthen nationa
capacities to support indigenous small scal e entepreneurs and
i mprovi ng manageri al and technical entrepreneurial skills.
Countries of Qperation

To be determ ned

Cont act

UNDP, Suva
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Titl e and Agency

Sout h Paci fic Sustainabl e Devel opnent Capacity Buil di ng

Pr ogr amme

Rel evant | nterest Areas

The aimis to strengthen the capacity of the peoples of the
South Pacific and their formal and informal institutions to
achi eve sustai nabl e devel opnent of a formsuited to Pacific
I sl and circunstances. Relates strongly to enabling communities,
i ncl udi ng custonary | andowners to be involved in sustainable
devel opnent .

Countries of Experience

I n design stage.

Cont act

UNDP, Suva, Apia

Titl e and Agency

Initiative on Forest CGenetic Resources (Al DAB/ FAO

Rel evant Interest Areas

In the design phase. Relates to the conservation of the genetic
forest resource base in the region, could be integrated with
speci fic CAPs.

Countries of Experience

To be determ ned

Cont act

Al DAB, Suva; SPREP, Apia

Titl e and Agency

Pacific Water Supply and Santitation Programre (UNDP, UNDDSMS)
Rel evant Interest Areas

Establ i sh national policies and strategi es for sustainable and
vi abl e water and santitati on devel opment, pronoting
decentral i sed, demand driven, bottom up approaches for planning
and devel oprment as wel| as corporatization and privatization.
Countries of Qperation

SPBCP countries and PNG

Cont act

UNDP, Suva

Titl e and Agency:

The Environnent and Popul ati on Project (UNDP/ SPREP)

Rel evant Interest Areas:

Popul ation and environment policy and planni ng, environnental
heal th, | and use issues, denographic inmpact anal ysis of

devel opnent projects, solid waste managenent, workshops etc.

Countries of Qperation

Countries of the SPREP Convention

Cont act :

Dr Margaret Chung, Environnent and Popul ation O ficer,

SPREP, PO Box 240, Apia, Wstern Sanoa, Ph: (685) 21929, Fax:
(685) 20231

Titl e and Agency:

International Ccean Institute (1A), University of South

Paci fic

(bj ect and Rel evant I nterest Areas:

To pronote education, training and research to enhance peacef ul
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usess of ocean space and its resources, their managenent and
regul ation as well as the protection and conservation of the
mari ne envi ronment. Progranmmes include Ccean Resources and

t heir Managenent, Marine Environnent Managenent Strategies,
Mari ne Biodiversity, Mrine Technol ogy, Marine Public Awareness
et c.

Countri es:

Coverage includes the 14 countries eligible for SPBCP fundi ng.
Cont act :

Director, 1O South Pacific, USP, Marine Studies Programme, PO
Box 1168, Suva, Fiji, Phone (679) 305446, Fax (679) 305559.

Titl e and Agency:

The Profitable Environnental Protection Project (USAI D)

(bj ect and Rel evant Interest Areas:

The devel opnent and di ssem nation of profitable enterprises

t hat safeguard priority biological resources, ie all aspects of
"incone generating projects' (participatory planning, finance,
trai ni ng, education, ME)

Countries of Experience:

PNG Vanuatu and Tonga, others eligible include Fiji, Wstern
Sanmpa and Kiribati .

Cont act :

PEP Proj ect Manager, Foundation for the Peoples of the South
Pacific, Pt Vila, Vanuatu.

Titl e and Agency:

The One World Project (Al DAB)
Rel evant Interest Areas:
- Envi ronnment al awar eness/ extensi on for the region
- Broadcasts via Radio Australia
- Training | ocal specialists to contribute to the programme
Countri es of Experience:

Regi onal (| anguages i nclude Tok Pisin, English and French
Cont act :

Wesl ey Ward, Information and Publications Oficer,

SPREP, PO Box 240, Apia, Wstern Sanoa, Ph: (685) 21929, Fax:
(685) 20231

Titl e and Agency:

Equi t abl e and Human Sust ai nabl e Devel opnent Progranme ( UNDP)
(bj ectives and Rel evant Interest Areas

Enhances equitabl e and sust ai nabl e devel opnent by buil di ng w de
nati onal consensus and political support for people-centred
devel opnent and strengthen national and | ocal capacity and
capability in fornulating policies and to plan, inplenent,
nonitor and eval uate projects aimng to inprove soci o-econom c
Il being of a large proportion of the popul ation, especially
f ocussi ng on unenpl oyed youth and wonen. Uses participatory

pl anning related to community devel opnent.

Countries of Qperation/Experience

SPBCP el igible countries and PNG
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APPENDI X 6 STRUCTURE AND CONTENT OF THE CONCEPT PAPER
(a) Introduction

The objective of the CP is to obtain approval in principal for
funding of the CA before preparing a detailed work plan in the
Proj ect Preparation Docunent (PPD).

The CP includes an outline of project objectives and an
assessnment of realising themin a sustainable manner. It should
i nclude judgenents about the scope of inputs and outputs. The
rationale for a prolonged period of aid involvenent needs to be
devel oped and how it fits with national priorities and SPBCP
goal s.

Usually the CP will be based on existing information and be no
longer than 20 to 30 pages. It is likely to be supported by a
visit from an SPBCP Adviser before being submtted to TMAG for
approval .

To enhance the rationale for a CA a request for SPBCP fundi ng of
surveys can be nade.

The CA can be submtted to SPBCP any tinme, an early indication
on its acceptability will be provided.

(b) Structure

(i) Project Summary

This summary is in the follow ng format:
(A) Project title and contacts

Project title:

Project |ocation:

| npl erent i ng agency:

Addr ess:

Cont act officer: Phone: Fax:
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Alternate Oficer: Phone: Fax:

Does the governnent support/sponsor the CAP

Present funding sources (if any):

SPBCP funding required from (date) to April 1998

(B) Main elenents of the CAP
Feat ures of biodiversity:

Content and significance:

Trends and threats;

Features of community:

Nunmber of | andowners:

Comm tnent from | andowners: Yes/no/partial Wen:

Communi ty needs:

Qpportunities for enterprises related to conservation:

1.

2.

3.

Proposed managenent (short and | onger term:

Maj or constraints/issues to be resol ved:

Esti mated cost of phase/year 1 Local curr; USDh,
To April 1998 Local curr; SiD)

SPBCP funds required for first phase USD;
to April 1998 USD,

Exchange rate used: Dat e: /19 _

(ii) Main Report
1. Proj ect Background

Descri be the genesis of the project to date, highlighting if it
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arose from the comunity. Brief project description, the
responsi bl e agency and | evel of governnent support.

2. The Proposed Conservation Area

Include the location of the area, the proposed size of the CA
boundaries, the basis for the definition of the CA (catchnent,
i ndependant/integrated ecosystem remant area, single |andowner
area etc) the ownership/tenure of the CAP area and adj acent area
that nmay be inpacted by the CAP

3. Physi cal Features of the Conservation Area

| ncl ude the topography, geology, soils, land capability and | and
use, climate, wat er r esour ces, nat ur al and introduced
vegetation, wldlife (birds, mammals etc), inland, estuary, reef
and ocean fisheries. Hghlight any known rare and endangered
speci es.

Brief description of what is (including degradation, pollution),
its significance, trends, threats, constraints to conservation

4. The Conmmunity Structure and Services
4.1 The Popul ati on/ Target G oup

The settlenent pattern of the area, the resident population
likely to be inpacted by the CAP, nunber of |and owner units (ie
those that have the property rights and nmake decisions relating
to the use of the CA resources). Thunbnail sketch on socio
(education, health status) economc status of people. Level of
commtnment by |andowners/users/broader comunity to date.
Specify role of wonen in |ocal society. Poverty/social status of
the villages. Wio are the proposed stakeholders at all levels in
t he CAP

4.2 Social Services and Infrastructure

Availability of health and education facilities, sanitation,
fresh water supplies, roads/access, electricity, conmunications,
adequacy, constraints.

5 Conservation Area Val ues and ot her Econom c Activity

How | andowners and conmunities value (direct and indirect use)
the CA, any existing or potential value for conservation,
research, education, recreation and tourism resource extraction
value (forestry, fishing, mning and quarry activities).

Brief description of other existing economc activity in the
area relating to agriculture and business. Constraints and
potenti al .

6. Rati onal e and CAP (bj ectives

Were/are there any other potential CAPs, why was this one



52

sel ected for SPBCP funding? Develop rationale and objectives in
relation to national environnental objectives and the SPBCP
goal, the existing situation, threats and constraints.

7 Proj ect Design

Define anticipated project conponents (project managenent, |and
use pl an/ bi odi versity conservation, comunity devel opnent, ot her
eg ecotourisnm associated objectives and nmmjor outputs and
inputs how do these address the key issues of biodiversity
conservation and community devel opnent.

Define project phases and prepare draft workplan (ngjor
activities) by phases.

Prepare a draft budget by nonths or quarters for phase 1 (or at
| east 12 nonths) of the project, estimate of |ong term (project
devel opnent period) budget. Any other fundi ng agencies invol ved.

Phase 1 Whol e proj ect
Al ready funded
Fund request from SPBCP
Unfunded to date
Total cost
8. Managenent Structure
What are the proposed short term and long term managenent
arrangenents. What will be the key institutions (governnment and
conmuni ty based) and who will be the key people.
9. Constraints, risks and outstanding issues for resolution

What major issues are nost likely to stop the CAP attaining its
obj ectives/nmeeting the workplan. Wat needs to be resolved in
order of priority.

Appendi x
Use appendi ces, tables and figures to refer to relevant nmateri al

about the CAP, to present a project franmework, workplan, budgets
for Phase 1 and the whole project, the location of the proposed
CAP, existing land use in the CAP and adjacent area etc.
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APPENDI X 7  THE PRQIECT PREPARATI ON DOCUVENT
STRUCTURE OF THE PRQIECT PREPARATI ON DOCUMENT ( PPD)
(a) Introduction

The object of the PPDis to prepare a detailed project plan that
will establish the CA This inplies a nore detail ed description
of the natural resources and community issues, which together
with TMAG comments, other project experience etc will lead to a
basis for project design.

The report should be prepared by the project proponents, it is
their plan, however SPBCP Advisers may assist if required.

For assistance in project design and overall preparation of CPs
or PPDs nake contact with the Central Planning Ofice, they
shoul d either provide help or advise of |ocal source.

In nost cases potential CAs have been devel oped to the present
stage by technical staff. The CAP's however require coordinated
multidisciplinary input from sociologists, anthropologists,
econom st s, agricul turists, | and use speci al i sts,
managenent/institutional specialists and specialists in the
di fferent biodiversity conponents. Project preparation teans are
often |l ed by sociologists and econom sts because they often have
greater experience in working in and leading multidisciplinary
t eans.

As wth the CP the report should be based on existing data
however surveys can be funded by SPBCP prior to or during the
process of PPD preparation. The PPD should not be del ayed by
waiting for new data, such surveys becone part of project
inplenmentation. If there are existing CA specific surveys they
can be referred to and concl usions summari sed w thout repeating
a lot of detailed information. Were existing data is located in
mainly loose files it is preferable to aggregate it within the
stand al one PPD.

PPDs will differ in content, detail and size between projects
according to the nature of the project (terrestrial, marine or
conbi ned) and the present stage of devel opnent.
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There is a perception that CAPs are sinple and low cost. This
perception has grown from traditional developnent of national
parks where governnent ownership of land was often the nmajor
selection «criteria rather than the inportance of t he
bi odiversity it mght contain. By increasing the priority of
bi odiversity in selection criteria, conseqgently introducing
customary owned | and into the franmework, the CAPs becone conpl ex
warranting high levels of preparation, planning and nmanagenent
to cover issues as:

communi ty based pl anni ng and nanagenent
awar eness and sense of ownership
i ncome generating enterprises

The PPD shoul d be prepared as soon as possible after approval of
t he CP.

(b) Report Structure

The following is a suggested report structure for the PPD. It
| ays out the existing situation leading to the rationale for the
project and the issues to be considered in project design. The
proj ect conponents, objectives, outputs and activities are then
defined with particular attention paid to aspects of project
managenent, the workplan and identification of project costs.

EXECUTI VE SUMVARY

A 12 to 15 page summary covering such headi ngs as:

(a) Introduction

(b) Features of the CAP

(c) Project rationale, objective and target group
(d) Features of project design

(e) Project cost

(f) Benefits

(g) Project franmework

PART A | NTRODUCTI ON

1 Backgr ound
2 The Project Preparation Docunent

PART B THE EXI STI NG SI TUATI ON

3 Devel oprent to Date
4 Nat ural and Cultural Features of the CAP

4.1 Location, Boundary, Area and Access
4.2 dimate

4.3 Topography and Soil s

4.4 CGeol ogy and M neral Resources

4.5 Water Resources

4.6 Vegetation and Land Use
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6. 1Native and Introduced Forest Resources
6. 2Land Capability (if avail able)

6. 3Agri cul tural Land Use

.6.4Summary of Groundcover and Land Use

7

8

9

1

Wldlife
Scenic Attributes
Cul tural and H storical Features
0 Summary of CAP Ecosystens and Threats

N i atatats

5. Conmmuni ty Feat ures

Popul ation and Settlenent Pattern

The Social Structure and Dynam cs of (CA) Communities
The Rol e of Wonen in the Conmunity

Land Tenure and Land Areas

Rel ati onship between the Conmunity and its Natural
Envi r onnment

aaoro ol
GAWN R

6. I nfrastructure and Soci al Services

6.1 Roads, Water Supply, Sanitation, Electricity and
Comruni cat i ons

6.2 Health and Health Care

6.3 Education

7 Rel evant Institutions
8 Econom ¢ Devel opnent and Activity
9 Envi ronmental, Conservation and Land Use Policies and

Pr ogr ammes

9.1 Regional Policies and Initiatives
9.2 National Policies and Initiatives
9.3 Local Policies and Initiatives

PART C RATI ONALE FOR THE CONSERVATI ON AREA AND PRQIECT DESI GN

10 Sel ection of the Area
11 Proj ect Design Considerations

11.1 Constraints and Positive |ssues

11. 2 SPBCP Cui del i nes and TMAG Conment s

11. 3 Landowner/ Community Awareness and Comm t nent
11. 4 Lessons from QG her Projects

PART D THE PRQIECT

12 Proj ect (bjectives
13 The Target G oup

14 Proj ect Conponents
15 Phasi ng and Wor kpl an

15. 1 Phasing
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15.1.1 Pre Phase 1 and Phase 1 activities to date
15.1.2 Remai nder of Phase 1 and subsequent phases

15. 2 Workpl an
15. 3 Ongoi ng Proj ect Planning

16 Proj ect Cost

17 Proj ect Financing and Adm nistration
17.1 Project Cost by Funding Source
17.2 Reporting and Fi nancial Control

18 Organi sati on and Managenent

19 Proj ect Coordi nation

20 The Legal Franmewor k

21 Monitoring and Eval uation
21.1 Monitoring of Managenent of Project |nplenentation
21.2 Monitoring of Project Inpact (on comunity and

bi odi versity)

21.3 Project Evaluation

22 Trai ni ng

PART E PRQIECT | MPACT

23 Envi ronnent al | npact

24 Soci al | npact

25 Fi nanci al and Econom c | npact

26 Ri sks

27 CQut st andi ng | ssues

APPENDI CES

1 Proj ect Devel opnent to Date

2 Cimatic, G her Resource, Land Use and Production Data

3 Land Distribution by Landowners

4 Logi cal Framewor k ( Conponents/outputs/activities/inputs)

5 Wor kpl an for Project Inplenentation

6 Qualifications, Experience and Terns of Reference for the
Conservation Area Support Oficer (CASO

7 The Conservation Area Coordinating Commttee (CACO

8 Comm tment by CA | andowners to the establishnent of a CAP

9 Project Inputs and Detail ed Costs

10 Li st of Contacts

11 Bi bl i ography and Sources of Data
I ncl ude any research material, formal reports of surveys
and studi es, aerial photographs and maps, include potenti al
sources of biological and socio economc data, key
informants etc (title, publisher, author, year)

TABLES

FI GURES



APPENDI X 8

PROIECT FRAVEWORK

57

Proj ect Structure

| ndi cat ors of
IAchi evenent

How Quantified or
IAssessed

IAssunes

Br oad oj ecti ves

1. To conserve the
bi odi versity of the CAP

Moni t ori ng data
shows conservation
of i ndicator
speci es

Regul ar obj ective
noni toring

A commi t ment by
GOF and | andowners
t o conserve

2. to devel op a node
for the inplenmentation
of CAPs

Proj ect design
used el sewhere

A pl an of action
in place for other

proj ects

Regi ona
pronoti oon of

SPBCCP

| mredi ate Cbj ecti ves

1. To develop a
| andowner based
managenent structure

Est abl i shment of a
Nat i onal Park
Managnent Board

Meet i ngs, deci sion
maki ng i n mnutes

Commitment by the
resource ownerrs
t o conservation

2. To devel op an
optimal |resource use
pl an

Pl an accepted by
st akehol der s

Progress reports
neeting mnutes

Par tici patory
pl anni ng by
resource owners

3. To assess and

i npl enent activities
related to comunity
devel opnent

Report on needs of
t he conmunity,

i nproved soci a
servi ces and

i ncones,

gover nnent

st andar d/ nor s

Moni t ori ng data
neasur ed agai nst
benchmark and norm
| evel s

4. To market ecotourism
at Abaca

Touri st nunbers
and enquiries,
| ocal , overseas,
repeat visits

Records at Abaca
by hotels and tour
conpani es
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TECHNI CAL ANNEXES
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TECHNI CAL ANNEX 1
A BALANCED APPROACH TO COMMUNI TY DEVELCOPMENT

In general, Pacific societies keep wonen in subordinate roles to
men through the perpetuation of entrenched customary and
traditional practices. Such practices have kept wonmen in the
background and led to a lack of participation in decision nmaking
and ot her areas considered to be the domain of nen.

This is further entrenched by wonen's own general acceptance of
the subordinate role and by introduced governnent systens
condoning the approach. Wnen generally remain invisible and
unheard in the decision making processes. Their productive,
donmestic and community duties leave little tinme to participate
in socio economc and political issues particularly at nationa
| evel . The situation requires urgent attention from governnents
whose responsibility is to develop policy and |egislative
nmeasures translated into practical and inplenentabl e devel opnent
pr ogr ames.

The SPBCP provi des an opportunity to address the issue.

In the conceptualisation of community devel opnment initiatives it
is inportant for national and l|local |eaders to renmenber that
both males and fenales constitute a comunity. Wnen's issues
are peoples issues and should not be taken up in isolation from
ot her community devel opnent issues, whether they be political
soci al, economc or cultural

Wnen wll continue to remain invisible if recognition is not
given to their wide ranging ability and capacity to be part of
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t he mai nstream of devel opnent pl anni ng processes.

A

bal anced approach to community devel opnent di ctates

i nvol venent of the whole community, the following actions are
sonme that may be be applicable in realising this situation

1.

10.

11.

12.

13.

In the case of an existing wonens policy the PPD should
ensure that its ains are realised through the CAP
activities.

Awar eness rai sing workshops and neetings (preferably m xed
sex participants) fromvillage to national levels relating
to the rapidly changing role of wonen; gender responsive
preparedness needs to precede preparatory conservation
wor K.

The office of wonmen's affairs together with the national
wonrens unbrella organi sation should preferably be invol ved
with the CAP from the start, requiring a Wnen's Affairs
of ficer being designated as the focal point for the project
relating to i nputs made by wonen's organi sations.

Wnen's groups and influential wonmen at village |evel
should be utilised by both national and village based NGO
wonen' s groups.

In the unlikely event of there being no Wnen's Affairs
departnment, the lead agency for the project could
facilitate the appointnment of a focal point for wonmen wth
a recogni sed governnent agency pronoting the advancenent of
wonen.

Early training of wonmen who will be involved in the CAP
wi Il enhance the effective and efficient participation of
both the government and NGO agencies. This should be
organi sed by the | ead agency.

Wnen with appropriate skills and experiences should be
given responsibility for aspects of the CAP at village and
national |evel

Conpile a directory of wonmen experts and specialists with
enphasis given to skills, knowl edge and experience in
conservation and conmunity devel oprment i ssues.

Ideally 50 percent of CACC nenbers should eventually be
worren, chosen by the wonmen's groups fromthe vill ages.
Consideration of institutional strengthening and capacity
bui l ding of the Wnen's Affairs offices and/or the nationa
worren' s unbrella organi sation, in areas where they would be
able to nore effectively contribute to the CAP, should be
gi ven.

The | ead agency should designate a CAP |iaison officer to
coordinate inputs by wonen's organisations into the
proj ect.

Wves of influential nmen in the comunity (eg Chiefs and
Pastors) and wonmen wth authority through their own
personal achievenents could be used by the project as
Iialson persons for the | ead and ot her governnent agenci es.
CGender responsive workshops for policy nmakers, decision
makers and planners, political |eaders, conmmunity and | ocal
authorities and |eaders would be to the advatnage of any
project and programme of activities being considered. The
UNDP/ UNI FEM project on gender responsive planning could



63

assist to attend to this inportant issue.

TECHNI CAL ANNEX 2
| NCOVE GENERATI NG PRQAJECTS

An indication of the range of possible incone generating
projects is given on pl6é of the PD.

t he devel opnment of snall scale tinber production based on
sustai nabl e yield of non core forest area,

t he devel opnent of agro forestry and fishery projects,

the pronotion of stabilised market and subsistance
gar deni ng,

devel opnent of natural product harvesting,

processi ng and marketing projects,

forestry on already nodified | ands,

nature tourism

commercial wldlife nmanagenent.

The PD goes on to say "in appropriate cases where these wll

enhance the linkage between resource conservation and
sust ai nabl e devel opnent, infrastructure developnent such as
I mprovi ng water supplies, irrigation and access nmay be

undertaken in a CAP

In all instances it is nost inportant that the incone generating
project is a result of activities that relate to the
conservation of the biodiversity. Further, it is inportant that
t he resource owning communities are fully aware of the
rel ati onship between the conservation of biodiversity and the
exi stance of the incone generating project and of what the
options are.
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It should be realised by planners that the incone generating
part of the projects does not cone easily. Many of the nore
prescriptive rural devel opnent projects, often held up as
exanpl es of how not undertake devel opnent, have not only failed
because of Jlack of comunity involvenent in planning and
i npl enentation and a |ack of a sense of ownership by the target

gr oup.

Many failures have also been contributed to by basic faults in
over optimstically estimating productivity increases, financial
incentives and adoption rates of technology and thus overall
benefits accruing to the target group. Further, village based
business entities and marketing systens have failed because of
| ack of support and finacial incentive.

Such causes of failure are equally applicable to conmmunity
process based projects as they are to the nore prescriptive
projects. Care is required to ensure that returns to | abour and
managenent are realistically/conservatively <calculated and
entities that are established receive effective ongoi ng support
until they are sustainable in their own right. Early failures
may set back the CAP for |ong periods.

TECHNI CAL ANNEX 3
ECOTOURI SM
1 | nt roducti on

Three CAPs examned to assist with the fornulation of these
guidelines all have existing ecotourism enterprises and it is
the intention to expand operations. Qher CAPs are |ooking to
ecotourismto provide the financial incentives for conservation
of biodiversity. Ecotourismis expected to be strongly pronoted
as a CAP incone generating activity during the SPBC Programme.

A high level of regional interest in ecotourismis nmanifested in
a nunber of devel oped projects, the establishnent of governnent
ecotourism units and a nunber of sem nars and workshops. The
|atter participants, in the main, are policy mnmakers and
pl anners, tour conmpany and resort operators and potential
investors. The new players in this tourist activity, the
resource owners, seemto be noticeable only by their absence at
this level of policy and pronotion activity.

It would be a pity if ecotourism devel oped from the perspective
of possible profitable 'add ons' to traditional tourism
activities. It would introduce high risks of failure. It would
be unfortunate if ecotourism failed for the wong reasons ie
because of bad planning rather than an inherently bad product.

Ecotourism is defined "as travelling to relatively undi sturbed
or uncontam nated natural areas with the specific objective of
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studyi ng, admring, and enjoying the scenery and its wild plants
and aninmals, as well as any exciting cultural manifestations
(both past and present) found in these areas...." (Ceball os-
Lascurain, 1987 WW, Vol 1 1990), and to this nust be added
aspects of the benefits to conservation and the |ocal comunity.

The following identifies sonme issues that should be considered
in the developnent of a profitable and sustainable tourist
venture related to the conservation of biodiversity.

2 Sone Key Requirenents

First it is necessary to assess the suitability of the area for
ecotourism rather than naturally assune it has good potenti al
It is a market driven activity and it's attractiveness in terns
of a tourist product nust first be assessed, such issues as:

"what are the main attractions

how accessible is the area,

are there other nearby attractions,

how is internal access in the park

what is the tourist season,

what existing or potential interpretive staff are there,
what is the existing infrastructure,

what facilities exist outside of the park

how wi Il the community benefit,

what is the biological carrying capacity" (TNO

must be addressed.

A venture has a better chance of success if it has uniqgue
features and close to areas of dense resident or overseas
popul ation. The further the CAP gets from neeting these two
criteria then the nore difficult it will be to pronote.

It will be necessary to facilitate discussion anongst | andowners
and users and obtain a broad based consensus that ecotourismis
worthwhile investigating further. This consensus should be
repeatably obtained as each new step is taken and as new
information comes to hand. Al'l | andowners and users nust be
tracked down irrespective of where they live so they can nake an
input fromthe start.

Coordination at the village |level could be done by an appointed
menber who may work wi th gui dance fromthe CASO or a consultant.
At all times a participatory approach to planning should be
taken and for this to be effective the resource owners are first
likely to need to be nade aware of the venture and what it
entails.

From t he begi nning they nust have a clear sense of ownership of
their part of the venture, it is to be operated by their
managenent with support from outside as required.

The government and private sector support network for the
tourist industry and its functions should be identified and
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devel oped.

Pl anni ng and i npl enentati on may be enhanced by the setting up of
a task group to help coordinate the devel opnent of the

ecotourism enterprise. It may conpri se t he resource
owners/users, the CASO the governnent Departnent of Tourism
and/ or Visitors Bur eau, touri st operators and hot e

representatives. Not everyone will want to participate as it may
be seen as being conpetitive with their own activities.

The business entity used to operate the enterprise nust be easy
to manage and enable an equitable distribution of benefits to
resource owners and enpl oyees. Once set up the entity may need
ongoi ng support wuntil firmy established. This can be in the
formof training provided by existing governnent schenes, advice
fromconsultants or an NGO

Some initial basic market research to ensure the proposed
project neets the criteria of a good product and potential
market is required. A physical plan, consistant wth the
sust ai nabl e resource nmanagenent plan for the area, needs to be
prepared. This shows the design and inputs required and forns
the basis for a financial cash flow analysis at different |evels
of visitor throughput. The overall report nust also assess the
project inpact on the environnment, the socio cultural aspects of
the community (winners and | osers) and estimate the expected net
cash returns according to an equitable systemof distribution.

If the project |ooks positive, and the community feels the sane
way, business and marketing plans are devel oped, fund
requi renents quantified and presented to potential sources.

In wundertaking the above exercise care nust be paid in
estimating the realistic nunber of visitors and the rate of
increase over tine. They are constrained by the size of the
mar ket, the sustainable carrying capacity of the resource and
the wi shes of the community. Visitor nunbers are often estimated
as a percentage of a total market or nearby population and turn
out to be over estimated because the project costs did not cover
inputs required to capture that market. Eco tourism is a
relativliey new activity in the region and quantitative data on
the size of the market is yet to be anal ysed as such.

The ecotourism venture nust be self sufficient and lead to
communi ty devel opnent .

Apart from the natural resource base as the main attraction
there will likely be a need for sone infrastructure in the way
of prepared trails, interpretative material, |odges, visitor
centres including hygienic ablutions, medi cal facilities,
trained nedical officers etc. The options to provide the up
front funds required include village resources (which are likely
to be limted), identifying an NGO or bilateral aid source,
SPBCP funds to initiate developnent and loan funds from a
devel opnent or alternative bank. The funding agencies have a
responsibility to ensure the enterprise nmakes financial sense,
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grant funds to comunities should be nonitored carefully. It may
be preferable if they are advanced in the form of an interest
bearing revolving fund to ensure an awareness for good financi al
managenent and integrity fromthe start.

Irrespective of the eventual source of funds the comunity nust
realise that there will be ongoing operating costs (repairs and
mai nt enance, pronotion etc) and these nust cone from the gross
revenue generated by the visitor paynents. It is inportant that
every one involved in the venture fully wunderstands the
financial inplications of the venture so there is no underlying
suspicions that may arise later.

It is necessary to have a clear idea of the socio economc
structure of the local community and how the venture is likely
to inpact on themin terns of incone, and howit will affect the
tinme devoted to agricultural and fishing activities etc.

The ains of the resource managers and partner tour operators nmay
not be the same. Wiereas it is hoped that the former will aim
for an optimal |evel of resource use, relating to sustainability
over tine, the tour operator, not being a direct resource owner
may not have the sane feeling and aim to maximse short term
profits knowing that if this particular ecotourism site becones
degraded and unattractive there are others to be expl oited.

Part of the project, or a national pronotional canpaign, should
of course |ook to educating the tour operators and/or providing
incentives to reduce the market failure and nove towards the
soci al optimum | evel of resource use.

Undert ake ongoing market research of people that do visit the
area, their socio-economc status, their origin, what they are
interested in and suggestions they have for inproving the
busi ness. Such information can be used not just for plans to
i nprove the particular site but for national planning as well.

Lucas nentions four principle guidelines based on an | UCN Report
for the Wrld Tourism Organi sation (1991):

Planning for tourism devel opnment nust be integrated with
ot her planning efforts, particularly those in natural areas
whi ch are potential destinations.

Estimation of the carrying capacity of the areas in terns
of the sustainable nunber of visitors.

Requi re environnmental inpact assessnents.

Require preparation of mnmanagenent plans for all natural
areas which are tourist destinations.

3 Costs of Ectourism

Apart from the usual capital and operating costs of the venture
sone of the nore hidden costs that may arise if not closely
noni tored are:

Too many visitors may lead to depreciation of the
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infrastructure at a rate in excess not accounted for in the
user char ges.

Too many visitors may have an irreversible inpact on the
natural flora and fauna of the area (for instance birds nay
find alternate habitats) that were critical conponents of
the resource that were attractive to visitors.

Too many visitors may lead to rapid changes in the socia
structure of the area, at a rate too fast for the community
to cope with leading to a decline in sustainability of the
community and its traditions.

Hgh returns to |abour from ecotourism could lead to a
reduction in lower return or subsistance enterprises such
as agriculture in turn leading to less nutritious diets
etc.

Such costs should be considered in any feasibility study rel ated
to ecotourismin a CAP

4 Benefits of Ecotourism

Gven that the enterprise started in response to the need for
conservation of natural resources then the benefits wll
i ncl ude:

The conservation of the biodiversity.

Conmmuni ty devel opnent t hr ough di rect enpl oynent
opportunities in the venture,

Equitable distribution of profits from the venture to the
| ocal partners (resource owners and enployees), on the
basis of a sound business entity.

Qpportunities to set up small service businesses, (such as

the production and sale of handicrafts, |odging, food
retail goods and other tourist services) creating secondary
benefits.

Increased land values (although not appropriate if
customary land is involved), which may al so | ooked at as a
cost if they increase beyond the capability of |ocal people
to procure it.

Successful ecotourism may require inproved water supplies,
sanitation, nedical facilities etc benefiting all the
conmuni ty.

Ecot ouri sm has been known to resolve | and disputes in order
to provide a basis for equitable distribution of benefits.
Ecotourists are sonetinmes prepared to pay a premum over
and above their travel cost and entry fee to fund the
conservation of the resource

5 R sks

The financial managenent of the venture nust be beyond question
and enbodied in a well regarded business entity with a Board of
Directors and general manager that truly represents the equity
hol ders (| and owners/users, enployees and others who contribute)
in proportion to their level of interest. A weak business entity
may again lead to failure for the wong reasons.
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Unidentified |Iand owners and/or disputes comng to the surface
after the enterprise begins.

Sone in established tourism activities may resent introduction
of new ecotourismventures if it is seen to reduce their market
share, they may work agai nst the success of such ventures.

Over estimation of market share.

TECHNI CAL ANNEX 4
THE PROCESS APPROACH TO PRQIECTS
1 | nt roducti on

The following notes are based on an a paper entitled 'The
Process Approach to Projects’ prepared by the Overseas
Devel opment Adm nistration (ODA) as Technical Note No. 4,
January 1992.

SPBCP funded CAPs have nmany features of projects requiring a
process approach to design and the nmanagenent of inplenentation.
These notes may be useful to those planning CAPs, however not
all aspects will be relevant to all projects. Because of the
limted drawdown period of SPBCP funds and the Ilimted
envi ronnental managenent resources in nost countries initially
it wll not be possible to neet all the requirenents |isted
bel ow.

2 The Need for a Process Approach

The process approach to design and nanagenent of the
i npl enentation of projects is relevant in cases where although
t he broad objectives are known and agreed the neans of achieving
them may be initially unknown and unknowable. This is in
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contrast to 'blueprint' projects where objectives are fixed but
al so outputs and inputs can be quantified with sonme certainty;
design and inplenentation is thus straightforward and well
structured.

The process approach is rel evant where:

there is a strong elenent of Dbeneficiary/stakehol der
participation in planning and inplenentation,

maj or conponents/activities include adaptive research,
transfer of technology and institutional devel opnent
conbi ned with innovati on.

In such instances the rate and direction of change is
unpredictable at the outset and longer term outputs and costs
are unknown.

Projects such as health, population, education, |ocal power
supplies, local environnental protection, social forestry etc
are often suited to the process approach.

3 Desi gn Characteristics of Process Approach Projects (PAPs)

To cope with the high level of initial uncertainty the follow ng
shoul d be considered in designing process projects:

The project objectives are clear but |onger term outputs
and inputs are not quantified. Design and internedi ate
conponents and objectives are outlined with sone detail
nore di stant ones being determ ned during inplenentation.

Project planning is flexible, design allows options to be
left open until the tinme for decision is reached.

Pr oj ect i npl erent ati on IS in clearly defined
phases/ pl anning periods and subject to periodic in depth
reviews of progress. These provide new planning data on
which to base decisions about activities in subsequent
phases.

Vell defined and structured nonitoring arrangenents are
required to provide the required pronpt and conprehensive
f eedback for the planning of |ater phases.

Project design and inplenentation (including nonitoring)
usual ly involves participation by beneficiaries, nmanagenent
and staff of local institutions. Sustainability is only
achi eved when beneficiaries are fully commtted to and own
the process. Thus  proj ect activities may include
institution building, enhancing the |ocal capacity for
proj ect design.

The duration of project devel opnent is |ong.

PAPs need flexible planning activities that react to
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devel opnents and new information arising from inplenentation.
Future stages of the project are planned in |light of outcones
frominitial interventions.

PAPs often require expensive and extensive planning and
supervi si on by project nmanagenent.

Sone PAPs are of a pilot nature which may not be initial
viable in thenselves but lead to the developnent of viab
procedures for subsequent in country replication

l'y
l e

4 Steps in the Process Approach
4.1 Project Preparation

Project preparation should ideally be collaborative with the
i ntended beneficiaries and this usually leads to an extended
preparation period.

The project preparation activity defines the:

proj ect objectives

general indicators of achi evenent

mai n condi tions that ensure successful inplenentation
mai n attendant risks

The approach shoul d ideally include:

the views and aspirations of beneficiaries and the |osers,
the collation and analysis of existing baseline data for
| ater asessnent of the project and collection of new data
fromsocial and environnmental surveys as required,

the identification of agencies involved in inplenentation,

consideration of assistance to 'enbryonic' institutions
such as environnental wunits, wonen's organisations and
NQ&O s,

identification of governnment deficiencies and resol utions,
an assessnent of the social and political dinensions of the
project, identify the support for the project from | ocal
power elites, inplenmenting agencies, central and |ocal
gover nnent s,

identify the target duration of the main project over which
it is sensible for SPBCP to commt funds,

an indication of the total cost over the project duration
as a basis for total funding requirenments and SPBCPs
contri bution,

the nethod used for approving ongoing funding of the
pr oj ect,

detail of the first phase objectives and costs,

the optinmum duration of phases between the mlestone
revi ews,

detail the success criteria for the first phase, indicators
may be qualitative where quantitative ones are not
avai |l abl e or appropri ate,

arrangenents for nonitoring and production of tinely data
for m| estone reviews,
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identify the parties involved in mlestone revi ews,
assessnent of the liklihood of project sustainablitity and
the tine to its attai nnent.

Ex ante cost benefit analysis is usually not appropriate because
of the inability to define the totality of the project and the
inputs and outputs at the outset. Analysis should address issues
of cost ef fecti vi eness, affordability and financi a
sustainability. An attenpt should be made to conpare the likely
magni tude of 1nputs and out puts.

Where capital inprovenents are likely to be nade during the
process (such as maght be required for incone generating
projects), they, in fact the whole enterprise, wll need
financial justification.

Revi ew processes should provide for periodic assessnent and
reporting of economc viability as inputs and outputs becone
defi ned.

4.2 Project Appraisal

The SPBCP cycle does not have a formal project appraisal
activity, the CAP as defined by the PPD is either approved or
rejected by the TMAG and inplenentation proceeds by the
nom nat ed managenent structure. At all stages SPBCP staff are
available to provide support and direct inputs to CAPs as
required. Consultants can be used to provide further inputs if
needed.

However the project preparation stage takes on greater
i nportance in the absence of formal appraisal. The following are
therefore inportant issues to cover during preparation

The objective and project duration should be agreed wth
t he governnment, the reality being thoroughly reviewed.

the arrangenents for mlestone reviews and what criteria to
apply to post review deci sions,

the approximate magnitude of the required funding package
and the split between different funding sources,

explicit first phase inputs (on the basis of a technical
economc, financial and social appraisal), costs and
financi ng pl ans,

locally funded inputs and reality of provision,

Sone inportant issues to be considered prior to final approva
ar e:

what is known about the biodiversity of the CA and is its
i nportance understood by the | ocal comunity,

are there institutions and a managenent and coordi nating
structure available to inplenment and operate the project,
do they need strengthening or how will they be created,

who will nmake the financial decisions relating to the
pr oj ect,

have the needs, desires and notives of the resource owners,
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users and general community been assessed, if not yet how
is it proposed to do it, how will they benefit from the
pr oj ect,

what are the conditions for sustainablity and replicability
and what is the estimated tinme before sustainability is
r eached.

the scope of delegation granted to project nmanagers and
field level organisations, who is responsible for costing
annual work plans, assessing and approving them

what are the indicators of success or failure of project
conponents and of the whol e project,

in relation to project reviews the following need to be
consi der ed:

- the frequency of reviews

- who is involved in the nonitoring review

- t he procedures for nonitoring progress

- the nature of information nmade avail abl e at review,

- who is to produce it

- the criteria for assessing the extent of progress

- t he criteria for accepting/rejecting pr oj ect
conmponents for the subsequent phase; and

- the level at which decisions will be taken

general conditions required for the fulfilnment of the whole
pr oj ect,

specific conditions which apply to the conponents of the
first phase for which project conponents have been
identified and apprai sed.

deci sions about conditionality that need to be taken during
m | estone reviews and which are probable prerequisites for
t he success of subsequent phases.

4.3 Key Activities

M | est one Revi ews
These are a key managenent activity which invol ve:

revi ew of actual against planned progress for the period,
review of project goals and objectives in |ight of progress
to date,

identify and cost inputs for the next phase,

deci sion on whether to proceed with the project.

Effective reviews depend on the availability of tinely
monitoring information, the identification and planning of
proj ect conponents for subsequent phases and the provision for
the rapid appraisal of the proposed conponents. The review
process should start before the preceeding phase is due to end
to ensure continuity of project inplenentation

Proj ect Frameworks and Monitoring

To assist in the design of any project a |ogical franmework of
the project is prepared, however with a PAP, specific statenents
can be only nmade about the details of the first phase and how it
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relates to the overall project goal. The framework should be
revised at each mlestone review to show changes in overall
obj ectives and constraints and the details of the next phase.

In process approach projects there is a need for nore
information on which to base changes in plans, costings and
objectives during inplenentation. Careful record keeping is very
inmportant for multi phase PAFP' s.

4.4 The End of the Project

PAP's may not have an obvious end! However they should not |ead
to an indefinite streamof aid and at each phase the extent and
time horizon of future aid involvenent should be assessed. In
general projects should be brought to an end where the:

ori gi nal objectives have been net,
original objectives becone unattai nabl e,
needs of the project beneficiaries change.

New aid may be justified but as a new project.



