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Executive Summary

This project comprises two components. 

The first will support a major GEF proposal to initiate national programmes of action for the protection of the marine environment from land-based activities in no less then forty developing countries to be determined in consultation with donors and the GEF. This will be done within a regional context and is entirely consistent with and complementary to the various initiatives formulated to date under the Regional Seas Programmes. The project will build on lessons learned in developing national programmes of action thus far. 

Funds requested from Donors: 40 countries @ $30,000 over 3 years        $1,200,000

Funds requested from GEF: 40 countries @ 70,000 over 3 years        $2,800,000

Funds requested from Governments: 40 countries @ $20,000 over 3 years           $800,000
Total        $4,800,000

The second will support the enhancement of national programmes of action for the protection of the marine environment from land-based activities in four developing countries to be determined in consultation with donors and the GEF. This will build upon the demonstrated commitment of selected governments to implement the GPA and assist those governments to strengthen their institutional, technical and legislative capacity in this regard. It will also assist those governments to conduct cost-benefit analysis, develop public spending programmes, and explore alternative funding arrangements.
Funds requested from Donors: 4 countries @ $200,000 over 3 years          $800,000

Funds requested from GEF: 4 countries @ $300,000 over 3 years       $1,200,000
Funds requested from Governments: 4 countries @ $50,000 over 3 years          $200,000
Total       $2,200,000

Project Description

Background: 
Facilitating National Action

The primary objective of the GPA is to facilitate “the realization of the duty of States to preserve and protect the marine environment. It is designed to assist States in taking actions …”. The GPA framework therefore provides a series of recommendations for action as well as criteria for their development, at the different levels.  At the national level, it provides a comprehensive yet flexible framework, to assist countries in fulfilling their duty to preserve and protect the marine environment from sewage, physical alterations and destruction of habitat, nutrients, sediment mobilisation, persistent organic pollutants, oils, litter, heavy metals and radioactive substances.

Action at the national level should build upon existing national priorities, policies and development plans. The underlying causes as well as the complex linkages between the sources of environmental degradation and threats, mean that these must respond to the uniquely specific circumstances and priorities of each country. Each country must select the approach that best suits geographic characteristics, political, institutional and regulatory frameworks, best available science and technology, current assessments, inventories and data. 

What should national action include?

National action should incorporate strategic and adequately resourced programmes that are integrated with national development strategies. This may include the preparation of a document, however the document is a means to an end, and not an end in and of itself. Instead the GPA recommends “continuing and adaptive programmes of action within the framework of integrated coastal area management.” 

The complex scope and linkages between activities that generate impacts or threats to marine and coastal environments, indicate the need for a long-term, iterative process.  This process calls for the phased implementation of priorities identified within a cross-sectoral, participatory framework. By enabling long-term prioritisation, programmes of national action become a cyclical process that enables stakeholders to progressively identify and address threats and impacts to the marine and coastal environments. 

The fundamental goal of national programmes is to:

1. develop an ongoing programming activity within national governments to address the harmful effects of land-based activities on the marine environment; and 

2. implement feasible and visible projects that mobilise both stakeholders and resources, build upon existing information and programmes, are mainstreamed into relevant institutional, budgetary and policy frameworks, and incorporate lessons learnt in the process. Note: the projects should be used to mobilize political and financial support for the log-term programme and to demonstrate that land-based activities can be addressed using alternative, realistic and country-driven approaches.

The drafters of the GPA recommended a two-dimensional framework for initiating nationally integrated action. The first dimension recommends broad and cyclical managerial actions. These are:

1. Identifying and assessing problems
2. Establishing priorities
3. Setting management objectives for priority problems

4. Identifying, evaluating and selecting strategies and measures

5. Developing criteria for evaluating the effectiveness of strategies and measures

6. Ensuring necessary programme support elements

The second dimension recommends specific actions related to each of the pollutant source categories. These are:

A. Sewage

B. Persistant Organic Pollutants

C. Radioactive Substances

D. Heavy Metals

E. Oils (Hydrocarbons)

F. Nutrients

G. Sediment Mobilisation

H. Litter

I. Physical Alterations and Destruction of Habitats

It therefore follows that nationally integrated programmes of action should focus, subject to national needs and priorities, on incorporating specific ‘on-the-ground’ actions in each square of a matrix bordered by these two dimensions, and not be limited to identifying problems and setting priorities. Further, paragraph 92 of the GPA states national programmes of action “should include specific targets and a clear timetable showing the dates by which the State or States involved commit themselves at a political level to achieve these targets.” From this it is clear that each square in the matrix should incorporate at least two items, namely a target and a timetable, and that the entire matrix should be on a platform of political commitment.


The GPA Coordination Office is currently assisting Egypt, Nigeria, Sri Lanka, Tanzania and Yemen to develop national programmes of action for the protection of the marine environment from land-based activities. Financial support and expertise has also been provided to a number of developing countries in South Asia and South America to assist with the development of national programmes of action. The People’s Republic of China has recently invited the GPA Coordination Office to assist with the development of a national programme.

The GPA Coordination Office is also currently developing a Global Environment Facility funded project to develop regionally integrated national programmes of action for the South-east Pacific countries of Chile, Colombia, Ecuador, Panama and Peru.

These current projects, and the proposed project, respond to the need to share experiences and promote national implementation of the GPA within a regional level framework.  This need was clearly identified following consultations of over 70 governments, under the Regional Seas Programmes, in seven regional workshops held during the period 1996-1999.  It was reiterated at the First Intergovernmental Review Meeting in Montreal, Canada, 26-30 November 2001.  Such need is reflected in the nine Regional Programmes of Action on Land-based Activities developed to date in the context of the Regional Seas Programme.
Phased Implementation

Experience has shown that a national programme of action is a process of phased implementation that builds upon existing national development plans and priorities. It permits a country to gradually address different issues and problems through defined and feasible actions using available resources (including better or alternative use of domestic resources), complemented where necessary with external funding. An initial or preliminary national programme may simply identify the priorities and explore alternatives for implementation, although most countries are already very cognisant of national and regional priorities. As the programme matures, political, institutional, technical and financial resources are focused on implementing strategies to address the priority problems, thus expanding the programme’s scope of influence. No single model can provide guidance regarding the elaboration of a national programme of action, nor its implementation. The concept of phased implementation reflects this, by providing a flexible framework that can be adapted to the specific circumstances of each country.
A phased programme of action provides for adequate planning and for the mobilisation of resources and partners, even if priorities and viable solutions vary over time. It is a dynamic process, that builds upon existing assessments and data, mainstreams GPA components into relevant policy, institutional and budgetary frameworks, and incorporates lessons learnt as projects and activities are developed and implemented.  

Needs:

The sustainable development and protection of marine and coastal environment/resources is a challenge that demands multi-stakeholder and transectoral approaches, as well as the better and/or alternative use of domestic funding. A positive way to face this challenge, is through the elaboration and implementation of national programmes of action for the protection of the marine and coastal environment from land-based activities and sources. The development of a national programme of action should be a long-term iterative process that feeds into national development plans and priorities. It should assist countries in marshalling resources for addressing problems at all levels - from impacts on local communities and populations to issues of a transboundary nature. It should not only be based on environmental considerations, but also on socio-economic needs and circumstances.

In summary, a national programme of action addresses the need for:

· an integrated framework that makes it easier for all stakeholders to conduct viable and sustainable projects, measures, policies or initiative

· an effective tool for the development of concrete, costed and targeted project proposals – and therefore, for the mobilisation of potential donors and investors

· a comprehensive structure that makes it simpler to incorporate environmental considerations into sectoral, national and regional development plans
Component 1 of the Project Proposal – 40 National Programmes of Action

Objective:

With the financial support of donors and the Global Environment Facility (GEF), this project aims to extend the practice of the UNEP/GPA Coordination Office of supporting national governments to instigate ongoing programmes of action to protect the marine environment to no less then 40 additional developing countries. 

This project represents a direct step towards the establishment of national capabilities and institutional strengthening to manage land-based activities by strongly advocating dialogue among key stakeholders. 

Considering the value in adopting focussed strategies at the national level, as detailed in the provisions of the GPA itself and outlined above, the objectives of the proposed project are:

· To design a series of nationally relevant and flexible mechanisms (which may, but not necessarily, include a separate national programme of action) for identifying and addressing priority problems through partnerships and consensus amongst stakeholders.

· To implement feasible and visible actions to address specific causes of environmental degradation or threats from land-based activities in a number of countries.

· To mobilise resources and partners, including the private sector, for implementation of specific projects.

· To heighten awareness and understanding of the value, benefits and vulnerability of strategic coastal and marine environments. 

Further, the development or enhancement of national programmes of action will serve:

· to translate and apply regional binding and/or non-binding agreements into national concrete actions for implementation; and

· as means of progressively forwarding regional co-operation and achieving consensus on regional priorities to be addressed.
Activities:

The following is a brief outline of activities to be undertaken within the scope of the proposed project. For a more detailed description of activities, please refer to the Draft UNEP Handbook On The Development Of A National Programme Of Action For The Protection Of The Marine Environment From Land-Based Activities provided at Annex A.
The activities to be undertaken at the national level would include, but may not be limited to: 

( Designate a Core Team with a national perspective that will take the lead in co-ordinating the development and implementation of activities and actions resulting from the national programme of action.

( Identify, from existing documentation, priority land-based sources and activities of marine pollution and feasible options for management intervention, taking into account, inter alia, suggested method, and approaches and targets identified respectively in its Chapters II and V of the GPA. In the process:

· carry out the identification, characterisation and selection of priority environmental hot-spots and sensitive areas and of priority environmental sources and causes of degradation of marine and coastal areas in the country;

· assess impacts, both environmental and socio-economic, generated by the selected environmental issues;

· undertake a causal chain analysis for causes of environmental damage and threat to the marine and coastal environment in the country. This analysis will provide a basis for subsequent activities to prioritise both contemporary and potential environmental damage and for determining the options for intervention; and

· establish criteria and procedures for the assignment of priorities among the sources and causes of existing degradation of the marine and coastal environment in the region.

( Consultations (two or three meetings envisaged) with all stakeholders in the process, at national and/or local levels as means of deciding on measures and partnerships to address priority concerns, identifying activities and key stakeholders, costing, responsibilities, etc.

( Identify, agree and draft realistic concrete actions, targets and measures, along with costed plans for interventions with corresponding institutional responsibilities and timetables, as means of setting a clear path for implementation of the GPA. 

( Design a programme of interventions, including highly feasible and visible demonstration projects and pre-investment studies, addressing problems of both national and regional priority. 

( Formal adoption of national programmes of action by relevant authorities.
The activities to be undertaken at the regional level by the respective Regional Seas Programme would include, but may not be limited to:
( Promote an ecosystem approach by integrating national activities with those of other countries in the respective regions and encouraging compliance with Regional Programmes of Action, if applicable.

( Facilitate partnerships between national governments and regional organisations in the private sector and civil society
The activities to be undertaken at the global level by the UNEP/GPA Coordination Office would include, but may not be limited to:

( Provide project design and contract development support to participating countries

( Visit participating countries to assist the Core Team in applying the UNEP Handbook (Annex A) to specific circumstances in each country

( Facilitate partnerships between national governments, international finance instruments, industry groups and donors 

( Assist with reporting and evaluation of national and regional activities to implement the GPA

( Promote replication of best practice by showcasing national and regional efforts at international fora 

( Link national and regional efforts with the Second Intergovernmental Review of the GPA in 2006

Activity Planning

…. Table to be adapted from table at end of document

Outputs, Results and Performance Indicators:

The primary outputs of Component 1 will be:

· no less then forty initial government programmes consisting of feasible and visible actions/pilot projects for implementation, including a timetable of costed and targeted interventions for implementation that are integrated with regional efforts to protect the marine environment from the harmful effects of land-based activities. 

Results common to both Components 1 and 2 will include:

· Enhanced government capacities to address priority land-based activities;

· Enhanced participation of stakeholders, including the private sector, in land-based activities’ management;

· Enhanced regional experience in regional approaches and cooperation strategies that contribute to generate effective regional actions to address land based activities
· Experience with the implementation of this project used as guidance for developing further actions in the development and implementation of national programmes by other Governments; 
· Priorities for coastal and marine environment protection addressed; 

· Healthier coastal and marine ecosystems surrounding the participating countries; and 

· Increased sustainability of national development within participating countries.

Performance indicators include:

· Scope and effectiveness of the respective national programmes

· Number and type of effective partnerships with the private sector, financial institutes and civil society

· Incorporation of GPA objectives into national and regional development programmes

· Level of political support for national programme of action

Component 1 Workplan and Budget 2003 – 2005 (per country) 
	Cost to the GP Trust Fund (contribution from donors)
	2003
	2004
	2005
	Total

	Consultants/sub-contractors of national teams
	  3,000
	  2,000
	1,000
	  6,000

	In-country consultations / w’shops / training
	
	
	
	

	In-country travel
	     500
	     500
	   500
	  1,500

	Development of a programme of intervention for feasible pilot projects
	2,500
	
	
	  2,500

	Global and regional coordination *
	4,000
	  4,000
	2,000
	10,000

	Miscell. (publications, communications)
	0
	  5,000
	2,500
	  7,500

	Sub-Total
	10,000
	15,000
	5,000
	30,000

	

	Cost to the Global Environment Facility
	
	
	
	

	Consultants/sub-contractors of national teams
	15,000
	15,000
	  4,000
	34,000

	In-country consultations / w’shops / training
	  3,000
	  3,000
	  1,500
	  7,500

	In-country travel
	     500
	     500
	     500
	  1,500

	Development of a programme of intervention for feasible pilot projects
	
	  3,000
	  1,500
	  4,500

	Global and regional coordination *
	11,500
	  8,000
	     500
	20,000

	Miscell. (publications, communications)
	
	     500
	  2,000
	  2,500

	Sub-Total
	30,000
	30,000
	10,000
	70,000

	

	Cost to the participating Government
	
	
	
	

	Consultants/sub-contractors of national teams
	
	
	
	

	In-country consultations / w’shops / training
	  4,000
	  3,000
	     500
	  7,500

	In-country travel
	  4,000
	  3,000
	
	  7,000

	Development of a programme of intervention for feasible pilot projects
	
	  2,000
	  1,500
	  3,500

	Global and regional coordination *
	
	
	
	

	Miscell. (publications, communications)
	
	
	  2,000
	  2,000

	Sub-Total
	  8,000
	  8,000
	  4,000
	20,000

	

	Total Contributions needed (cash)


	48,000
	53,000
	19,000
	120,000

	Cost to Regional Seas (in-kind)
	  2,500
	  2,000
	     500
	    5,000

	Cost to Agency/Supporting Organization (in-kind)
	  2,500
	  2,000
	     500
	    5,000

	Cost to UNEP/GPA Coordination Office (in-kind)
	  2,500
	  2,000
	     500
	    5,000

	Total Cost
	53,500
	59,000
	20,500
	133,000


Repeated for 40 countries:

Total cash contributions:





$4,800,000
Total cost:







$5,320,000
* Includes 13% UNON costs, UNEP staff costs & Clearing House Mechanism costs)

((((((
Component 2 of the Project Proposal – 4 Enhanced National Programmes of Action

Objective:

With the financial support of donors and the Global Environment Facility (GEF), this project aims to assist at least four countries to further develop their national programmes into mature, targeted and domestically resourced programmes that incorporate pro-active interventions, legislative review, capacity building and public spending. 

Considering the value in adopting focussed strategies at the national level, as detailed in the provisions of the GPA itself and outlined above, the objectives of the proposed project are:

· To implement feasible and visible actions to address specific causes of environmental degradation or threats from land-based activities in a number of countries.

· To strengthen the public sector’s ability for co-ordination and to respond effectively to causes of marine pollution.

· To ensure the sustainability of the actions and projects undertaken. 

· To mobilise resources and partners, including the private sector, for implementation of specific projects.

· To heighten awareness and understanding of the value, benefits and vulnerability of strategic coastal and marine environments. 

Further, the development or enhancement of national programmes of action will serve:

· to translate and apply regional binding and/or non-binding agreements into national concrete actions for implementation; and

· as means of progressively forwarding regional co-operation and achieving consensus on regional priorities to be addressed.
Activities:

The following is a brief outline of activities to be undertaken within the scope of the proposed project. For a more detailed description of activities, please refer to the Draft UNEP Handbook On The Development Of A National Programme Of Action For The Protection Of The Marine Environment From Land-Based Activities provided at Annex A.
The activities to be undertaken at the national level will build upon the existing national programme and would include, but may not be limited to:

( Supporting the primary institutional framework, as specified in the initial national programme of action, to:

· further assess the nature and severity of the problems identified in the national programme of action, using new and additional research and analysis;

· refine the national priorities for action based on new research and information, and regional or global commitments; and 

· define goals, targets and timetables for action on priority problems, allocate lead agencies/ministries, specify reporting mechanisms.

( Consultations with all stakeholders in the process, at regional, national and/or local levels, as means of enabling partnerships to refine budgeted plans for interventions based on goals, targets and timetables, and to identify internal and external means of funding.

( Preparing an integrated national policy that engages the national programme of action and incorporates, as required, a government spending programme, capital works, legislative review, community and private sector involvement, awareness raising and capacity building initiatives.

( Commencing the national programme of interventions outlined in the funded policy, including highly feasible and visible demonstration projects.
The activities to be undertaken at the regional level by the respective Regional Seas Programme would include, but may not be limited to:
( Promote an ecosystem approach by integrating national activities with those of other countries in the respective regions and encouraging compliance with Regional Programmes of Action, if applicable.

( Facilitate partnerships between national governments and regional organisations in the private sector and civil society
The activities to be undertaken at the global level by the UNEP/GPA Coordination Office would include, but may not be limited to:

( Provide project design and contract development support to participating countries

( Visit participating countries to assist the Core Team in applying the UNEP Handbook (Annex A) to specific circumstances in each country

( Facilitate partnerships between national governments, international finance instruments, industry groups and donors 

( Assist with reporting and evaluation of national and regional activities to implement the GPA

( Promote replication of best practice by showcasing national and regional efforts at international fora 

( Link national and regional efforts with the Second Intergovernmental Review of the GPA in 2006

Activity Planning

…. Table to be adapted from table at end of document

Outputs, Results and Performance Indicators:

The primary outputs of Component 2 will be:
· Four enhanced government programmes reflecting an improved capacity by the respective governments to adopt and implement a timetable of funded and targeted interventions.
· Innovative technical and financial arrangements applied in pilot projects, including the application of incentives for best practices in management of land-based activities of marine pollution.

· Enhanced liaison networks for the exchange of information and training on coastal and marine environments.
Results common to both Components 1 and 2 will include:

· Enhanced government capacities to address priority land-based activities;

· Enhanced participation of stakeholders, including the private sector, in land-based activities’ management;

· Enhanced regional experience in regional approaches and cooperation strategies that contribute to generate effective regional actions to address land based activities
· Experience with the implementation of this project used as guidance for developing further actions in the development and implementation of national programmes by other Governments; 
· Priorities for coastal and marine environment protection addressed; 

· Healthier coastal and marine ecosystems surrounding the participating countries; and 

· Increased sustainability of national development within participating countries.

Performance indicators include:

· Scope and effectiveness of the respective national programmes

· Number and type of effective partnerships with the private sector, financial institutes and civil society

· Incorporation of GPA objectives into national and regional development programmes

· Level of political support for national programme of action

· Effectiveness of national legislation and public-spending programmes in addressing GPA objectives

Component 2 Workplan and Budget 2003 – 2005 (per country)
	Cost to the GP Trust Fund (contribution from donors)
	2003
	2004
	2005
	Total

	Consultants/sub-contractors of national teams
	30,000
	20,000
	20,000
	  70,000

	In-country consultations / w’shops / training
	
	
	
	

	In-country travel
	
	
	
	

	Development of nationally endorsed policy that implements national programme
	30,000
	15,000
	5,000
	  50,000

	Demonstration/pilot projects
	10,000
	20,000
	30,000
	  60,000

	Global and regional coordination* 
	  7,000
	  7,000
	  6,000
	  20,000

	Miscell. (publications, communications)
	
	
	
	

	Sub-Total
	77,000
	62,000
	61,000
	200,000

	

	Cost to the Global Environment Facility
	
	
	
	

	Consultants/sub-contractors of national teams
	30,000
	20,000
	20,000
	  70,000

	In-country consultations / w’shops / training
	
	
	
	

	In-country travel
	
	
	
	

	Development of nationally endorsed policy that implements national programme
	30,000
	15,000
	  5,000
	  50,000

	Demonstration/pilot projects
	20,000
	30,000
	50,000
	100,000

	Global and regional coordination *
	30,000
	25,000
	25,000
	  80,000

	Miscell. (publications, communications)
	
	
	
	

	Sub-Total
	110,000
	90,000
	100,000
	300,000

	

	Cost to the participating Government
	
	
	
	

	Consultants/sub-contractors of national teams
	
	
	
	

	In-country consultations / w’shops / training
	5,000
	5,000
	5,000
	15,000

	In-country travel
	5,000
	5,000
	5,000
	15,000

	Development of nationally endorsed policy that implements national programme
	
	
	
	

	Demonstration/pilot projects
	
	
	
	

	Global and regional coordination *
	
	
	
	

	Miscell. (publications, communications)
	6,000
	6,000
	8,000
	20,000

	Sub-Total
	16,000
	16,000
	18,000
	50,000

	

	Total Contributions needed (cash)


	203,000
	168,000
	179,000
	550,000

	Cost to Regional Seas (in-kind)
	 15,000
	 15,000
	 17,500
	 47,500

	Cost to Agency/Supporting Organization (in-kind)
	   9,000
	   8,000
	   8,000
	 25,000

	Cost to UNEP/GPA Coordination Office (in-kind)
	 17,500
	 15,000
	 15,000
	 47,500

	Total Cost
	244,500
	206,000
	219,500
	670,000


Repeated for 4 countries:

Total cash contributions:





$2,200,000
Total cost:







$2,680,000

* Includes 13% UNON costs, UNEP staff costs & Clearing House Mechanism costs)
Timeline For Initial national programmes of action:

	Activities
	2003
	2004
	2005

	
	I
	II
	III
	IV
	I
	II
	III
	IV
	I
	II
	III
	IV

	Initial national programmes of action

	Establishment of Steering  group
	
	
	
	
	
	
	
	
	
	
	
	

	Establish guidelines For methodology
	
	
	
	
	
	
	
	
	
	
	
	

	Country Activities

	National consultations
	
	
	
	
	
	
	
	
	
	
	
	

	Local/regional consultations
	
	
	
	
	
	
	
	
	
	
	
	

	Draft national programmes
	
	
	
	
	
	
	
	
	
	
	
	

	Draft programmes of intervention
	
	
	
	
	
	
	
	
	
	
	
	

	Dissemination and publication of final report

	Publication and dissemination of programme of intervention 
	
	
	
	
	
	
	
	
	
	
	
	

	Publication and dissemination of national programmes
	
	
	
	
	
	
	
	
	
	
	
	


Timeline for Enhanced national programmes of action:

	Activities
	2003
	2004
	2005

	
	I
	II
	III
	IV
	I
	II
	III
	IV
	I
	II
	III
	IV

	Enhanced national programmes

	Establishment of  Steering Group
	
	
	
	
	
	
	
	
	
	
	
	

	Continuous assessment of national priorities 
	
	
	
	
	
	
	
	
	
	
	
	

	Country Activities

	National Consultations
	
	
	
	
	
	
	
	
	
	
	
	

	Regional/local consultations 
	
	
	
	
	
	
	
	
	
	
	
	

	Draft enhanced national programmes
	
	
	
	
	
	
	
	
	
	
	
	

	Dissemination and publication of final report

	Publication and dissemination of enhanced national programmes
	
	
	
	
	
	
	
	
	
	
	
	


Political Commitment
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