THE BENGUELA CURRENT LARGE

   MARINE ECOSYSTEM (BCLME)

                    PDF BLOCK B 

           DEVELOPMENT PHASE

      EXPERIENCES - LESSONS LEARNED
            The Participatory Process

· TDA and SAP scoping was undertaken through a participatory and consultative process involving  key stakeholders at two major regional workshops 

· Well established institutional communication and co-ordination mechanisms built  between countries 

· Participatory process ensured a sense of regional ownership that facilitated the development of the necessary framework documents
         Co-ordinators and Consultants

· Full time regional co-ordinator essential to assume leadership and overall responsibility for the project and to drive and manage the development process both at a technical and political level.

· Appointment of national co-ordinators ensured that participation and responsibilities at country level were followed up and progress achieved.   

· Regional consultants were essential in the synthesis and assessment of information and in providing guidance in overall strategic planning necessary to develop  a viable programme for the BCLME.

     Facilitation and Workshop Venues

·  Effective facilitator essential and an important part 
     of achieving consensus building and delivering

    successful outputs at the regional workshops. 

· The Logic Framework Analysis approach used in the project  planning phase was an ideal framework to prepare the TDA i.e. defining goals, issues, outputs, verifiable indicators, assumptions, risks and a timeframe for activities.  

· A suitable isolated country venue for the TDA/SAP regional workshop (3 days) enabled maximum outputs from participants in intensive working group sessions.  

     Goodwill, Trust and Enthusiasm

· Prior to 1995, regional communication and  co-operation between marine institutions of Angola, Namibia and South Africa almost non-existent 

· BENEFIT and the BCLME Programmes originated simultaneously at a regional workshop held in Swakopmund, Namibia in 1995. 

· BENEFIT Programme was developed first by the three countries of the region (1995-1997) 
· BCLME programme (1997-2000) which followed was greatly assisted by the goodwill, trust and enthusiasm already generated between the countries during the development of BENEFIT
      Southern African Development
               Community (SADC)

· The BCLME Programme was strongly supported by the fisheries ministers of SADC who endorsed it as a regional initiative that exemplified a spirit of co-operation in SADC.  

· This support provided the necessary political backing that enabled the SAP to be signed by the ministers from the three countries. 

· The involvement with SADC also stimulated discussions and planning to develop an east Africa LME initiative i.e. Aghulas and Somali Current LME Programme.

                   GEF Consultants

· The support and advice provided by two key international consultants familiar with the preparation of International Waters PDF Block B programmes especially with the TDA and SAP were crucial to achieving successful  outputs from the regional consultative workshops.

            BCLME and Integrated Coastal
          Zone Management (ICZM)
· BCLME Programme was primarily driven by the marine science institutions of the region and built on the already existing co-operation between these institutions and the BENEFIT programme.  

· BCLME  conceived mainly as an offshore LME upwelling programme within the GEF OP 8 framework. This greatly assisted in  developing activities that addressed the marine science issues (both in the technical and capacity building fields).
· Activities at the coastal zone management level (GEF OP 9) did not form a significant part of the TDA process but flexibility built into process 

· Low level of interaction and involvement with coastal communities such as artisanal fishermen, local government officials and coastal zone conservation and tourism development groups. 

                   Timeframe

· It took seven years (1995 – 2002) from the initial preparation and submission of a PDF Block B proposal to GEF to the final approval of funding and programme implementation  
· Delays due to absence of continuity and a formal funding mechanism for co-ordinating the transition phase between completion of the PDF Block B , the finalization of the Project Document (ProDoc)
· BCLME could possibly have been fast-tracked to three years provided that the communication, structures and bureaucratic procedures  within GEF, UNDP and UNOPS and at country office level were standardised and that responses were proactive and timeous. 

LME Consultative Committee - IOC 

· Representation at the annual LME Consultative Committee held at the Intergovernmental Oceanographic Commission (IOC) in Paris provided an important forum for communication

· Provided links and exchanges of ideas and experiences with other international LME in the development and implementation phases.

        GEF-UNDP Guidance

· There was excellent co-operation and guidance from GEF and UNDP in Washington and New York and good administrative support from the UNDP country Offices

· In the initial phase  of BCLME development process, inadequate technical and procedural knowledge of the GEF-International Waters Programmes at local country office levels which result in some confusion over the exact technical nature of the programme, its outputs and deliverables.

      GEF –UNDP Project Document

· There was undue time spent in developing the Project Document (ProDoc) which required over one year to complete.  

· The ProDoc in its present form is not a user friendly document and the GEF budget format presented is of very little operational value in managing the BCLME programme. 
· We see a real need to design a much more useful and user friendly ProDoc, one that people outside the GEF can understand.

The PDF Block B Process for BCLME

· Overall, the GEF LME project development is a good one, but it takes much too long. Delays result in loss of continuity, duplication of effort at times and worst of all, loss of interest and enthusiasm by some of the key players.  

· We feel that a much more efficient and streamlined process could be developed that would enable LME’s to evolve faster with the required transparency and accountability.
· We also feel that what GEF really needs is to have a simple, understandable and concise “handbook” for developing LME’s – one that is not ambiguous and provides clear-cut guidelines to follow and which does not raise expectations of locals by promises which cannot be delivered.

           The Participatory Process

· The development of the PDF Block B process including the TDA and SAP was undertaken through a participatory and consultative process involving  key stakeholders.  This mechanism consisted of primarily of holding two major regional workshops which scoped out  and developed the TDA and SAP. 

· In addition, there was also continuous institutional communication and co-ordination through e-mail and regular meetings between countries during this development phase. 

· This on-going participatory process was an essential to obtain the sense of regional ownership and to formulate and define the necessary framework documents.

         Co-ordinators and Consultants

· It was essential to have a full time regional co-ordinator to assume leadership and overall responsibility for the project and to drive and manage the PDF Block B process both at a technical and political level.

· The appointment of national co-ordinators  also ensured that the elements of national participation, responsibilities and follow up of the various processes and activities were achieved throughout the development of the PDF Block B.  

· Professional regional expertise and consultants were essential in the synthesis and assessment of information and in strategic development and guidance to develop a viable programme for the BCLME.

    Facilitation and Workshop Venues

· The appointment of an effective facilitator was viewed 

as essential and an important part of achieving consensus and successful outputs at the regional workshops. This facilitator should have experience in dealing with  large audiences  from different fields and backgrounds and provide effective structure, organization, logic, focus and feed back to participants. 

· The Logic Frame Work Analysis approach used in the project  planning phase was also found to be the an ideal framework to prepare the TDA/SAP,  defining goals, issues, outputs,verifiable indicators, assumptions, risks and a timeframe for activities.  

· A suitable venue for the TDA/SAP regional workshop was also a critical part of the development  process since it was very important to achieve maximum outputs from participants in intensive working group sessions. The venue selected was a conference centre location in a country area where all workshop participants stayed for the three days

       enabling much work to be achieved. 

        Goodwill, Trust and Enthusiasm

· Both BENEFIT and the BCLME Programmes originated from a regional workshop held in Swakopmund, Namibia in 1995. 

· BENEFIT Programme was developed first in the region and was launched two years later in Walvis Bay, Namibia. 

· The subsequent development of the BCLME programme was greatly assisted by the goodwill, trust and enthusiasm generated between the countries during this  earlier development of BENEFIT. This was quite evident by the regular communication, meetings and participatory workshops that took place between the institutions and stakeholders.
· Prior to 1995, there were considerable difficulties in regional co-operation following the emerging of post-

       apartheid South Africa, the recently independent

       Namibia and the ongoing civil war in Angola. 

 Southern African Development Community 

                             (SADC)

· The BCLME Programme was strongly supported by the fisheries ministers of SADC who endorsed it as a regional initiative that exemplified a spirit of co-operation in SADC.  

· This support provided the necessary political backing that enabled the SAP to be signed by the ministers from the three countries. 

· The involvement with SADC also stimulated discussions and planning to develop an east Africa LME initiative i.e. Aghulas and Somali Current LME Programme.

                   GEF Consultants

The support and advice provided by two key international consultants familiar with the preparation of International Waters PDF Block B programmes especially with the TDA and SAP were crucial to achieving successful  outputs from the regional consultative workshops.

    Large Marine Ecosystem (Upwelling)  and 

        Integrated Coastal Zone Management

· The development of the BCLME Programme was primarily driven by the regions marine science institutions and built on the already existing co-operation between these institutions and the BENEFIT programme.  

· It was conceived mainly as an offshore upwelling LME programme within the GEF OP 8 framework. This greatly assisted in  developing an action programme that addressed the marine science issues (both in the technical and capacity building fields) required to mitigate the negative impacts on the Benguela Current Large Marine Ecosystem.

· Coastal zone management issues within the framework of the BCLME  were regarded as more national issues rather than  transboundary between countries and as such are mainly addressed in GEF OP 9 type programmes.  Activities at the coastal zone management level therefore did not form a significant part of the TDA during the BCLME  PDF Block B Phase. 

· As a result, there was a low level of interaction and involvement with coastal communities such as artisanal fishermen, local government officials and coastal zone conservation and tourism development groups. 

· Flexibility built into the programme will allow for some of these issues to be addressed and activities identified for funding through selected demonstration projects that will be developed following further broad based consultation  with coastal community groups in the region.  

                    Timeframe

· It took seven years (1995 – 2002) from the initial preparation and submission of a PDF Block B proposal to GEF-UNDP to the final approval of funding by GEF and implementation of the BCLME programme.  

· Much of the delays were caused by the absence of continuity and a formal process and funding mechanism for co-ordinating the transition phase between completion of the PDF Block B , the finalization of the Project Document (Prodoc) and programme implementation. 

· In retrospect, knowing what we know now, the development of the BCLME Programme from initiation to implementation  could have been fast-tracked to three years provided that the international structures  within GEF, UNDP and UNOPS) and at regional level in the three countries standardised bureaucratic procedures and responded proactively and timeously. 

    LME Consultative Committee - IOC 

Representation at the annual International LME Consultative Committee held at the Intergovernmental Oceanographic Commission (IOC) in Paris provided an important forum to link and exchange ideas and experiences with other international LME in the development and implementation phases.

               GEF-UNDP Guidance

· There was excellent co-operation and guidance from GEF and UNDP in Washington and New York and good administrative support from the UNDP country Offices in Windhoek and Luanda. 

· In the initial phase  of BCLME development process, inadequate technical and procedural knowledge of the GEF-International Waters Programmes at local levels did result in some confusion over the exact technical nature of the programme, its outputs and deliverables.

      GEF –UNDP Project Document

· There was undue time spent in developing the Project Document (ProDoc) which required over one year to complete and contained a large amount of information much of which was already in the Project Brief, the main deliverable to GEF from the PDF Block B phase.  

· The ProDoc in its present form is not a user friendly document and the GEF budget format presented is of very little operational value in managing the BCLME programme.  

· We see a real need to design a much more useful and usable ProDoc, one that people outside the GEF can understand.

         The GEF “PDF Block B” Process for LME

· Overall, the GEF LME project development is a good one, but it takes much too long. Delays result in loss of continuity, duplication of effort at times and worst of all, loss of interest and enthusiasm by some of the key players.  

· We feel that a much more efficient and streamlined process could be developed that would enable LME’s to evolve faster and with the required transparency and accountability.
· We also feel that what GEF really needs is to have a simple, understandable and concise “handbook” for developing LME’s – one that is not ambiguous and one where overseas promoters have clear-cut guidelines to follow which does not allow for the “misleading” of the locals by promises on which they cannot deliver.

