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Introduction

The Pacific Small Island Developing State International Waters Programme (the IWP) was designed as a 5-year programme for 14 participating Island countries
. It is implemented by the United Nations Development Programme (UNDP) and executed by the South Pacific Regional Environment Programme (SPREP).  

The IWP is effectively two SAP’s in one: 

· an Oceanic Component focuses on the management and conservation of migratory fish stocks, and 

· a Coastal Component concerned with integrated coastal watershed management.  

The objective for the Oceanic Component is “to enable conservation and sustainable yield of ocean living resources”.  To achieve this the IWP aims to strengthen existing efforts by Pacific Small Island Development States (SIDS) to secure long-term sustainable benefit from the tuna resource of the Western and Central Pacific Ocean (WCPO also referred to as the South Pacific). This is being supported through a 3-year collaborative programme involving several South Pacific regional agencies including the Secretariat of the Pacific Community (SPC) based in New Caledonia and the Forum Fisheries Agency (FFA) based in Solomon Islands.    

The objective of the Coastal Component is to “address root causes of the degradation of international waters in coastal regions through a programme focused on improved integrated coastal and watershed management”.  As originally designed, this was to be achieved through a 5-year programme, implemented principally at the community level, to address priority environmental concerns relating to:

· marine and freshwater quality;

· habitat and community modification and degradation; and

· unsustainable use of living marine resources.

These concerns were identified during a trans-boundary diagnostic assessment process that was associated with the formulation of the South Pacific Strategic Action Programme (SAP).  To address these concerns the Coastal Component of the SAP was designed to support the establishment of community-based pilot projects, one in each of the 14 countries participating in the Programme.  Each pilot project will seek to strengthen capacity and provide lessons for best practice and appropriate methodologies for sustainable resource management and conservation in three areas of priority concern in Pacific SIDS:

· sustainable coastal fisheries (with particular attention to the use of marine protected areas as tools to promote sustainable coastal fisheries);

· the protection of freshwater resources; and

· waste reduction.

This paper reviews issues associated with the consultative process that supported the assessment of priority environmental concerns during the formulation of the SAP in 1997.  As the Oceanic Component is now entering the third year of implementation this paper also provides some additional detail on the global significance of WCPO tuna.  The SAP is supporting pioneering work concerning the practical development of regional and sub-regional conservation and management arrangements for WCPO migratory fish stocks as envisaged under the UN Fish Stocks Agreement (UNFSA).  A brief review of implementation issues, principally those associated with the Coastal Component of the SAP, concludes the paper.      

Programme formulation: the South Pacific transboundary analysis process

The WCPO region in which the SAP is being implemented encompasses an area of 30 million square kilometers, 14 SIDS and seven territories of France, the U.S. and New Zealand (of moderate social, economic, political and cultural diversity), a population of 6 million people and vast ocean provinces relative to land areas.  Even focusing on the 14 SIDS eligible for GEF support, the WCPO presents substantial challenges in respect to the conception, and subsequent implementation, of a programme to address critical environment and resource management issues of regional concern.   

The origin of the SAP is the 8th Annual Meeting of SPREP held in 1995. At that Meeting, senior officials representing the member countries and territories
 of SPREP endorsed an initiative to prepare a SAP under the international waters focal area of the GEF. 

At its Annual Session in September 1996, Pacific Islands Heads of Government, participating in the region’s premier political body, the Pacific Islands Forum, requested SPREP to coordinate development of the Programme.  Formulation of the SAP, funded by the GEF through project development funds, began in April 1997. 

A Regional Task Force (RTF) was established to oversee preparation of the Programme. It was composed of representatives from a selection of island States, regional agencies, the three GEF Implementing Agencies, two international non-governmental organisations (the World Conservation Union (IUCN) and The Nature Conservancy (TNC)), and one private sector representative (Fiji Dive Operators Association, recommended by the Tourism Council of the South Pacific (TCSP)). The Asian Development Bank (ADB) and the Economic and Social Commission for Asia and the Pacific (ESCAP) also participated. 

The regional submission was prepared on the basis of national assessments, which were overseen by a National Task Force (NTF) established in each of the participating countries
.  Countries appointed a National Task Force Coordinator (NTFC) to manage national consultations. 

In July 1997, the NTFC met in Apia, Samoa, for a two-day briefing on the preparation of country submissions prior to national consultations.  At the meeting the NTFC’s were provided with a model input document
 to assist with development of country reports and their input to the SAP.  A Chief Technical Advisor, who coordinated the preparation of the Programme at SPREP, supported the in-country process.  Countries were asked to submit a written report to SPREP within six weeks of the briefing (by 15 August 1997).  The report was to include:

· Summary of the results of national consultations;

· List of people consulted;

· Present the completed model input document which included:

· a ranked list of the three global IW priority environmental concerns and their specifically associated problems;

· ranked list of the nationally prioritized problems under each concern indicating on a scale from 1 (no effect) to 6 (extreme effect) the severity of the effect of each problem on the following overarching issues:

· biodiversity

· fisheries

· land degradation

· public health and welfare

· tourism

· vulnerability

· the sectoral policy causes of the problems including the environmental and socio-economic effects, root causes (proximate and ultimate) and uncertainties;

· the country’s current and planned actions for addressing the GEF’s IW priority environmental concerns at the national level and for implementing those actions (the baseline) including donor activity and all sources of funding (e.g. domestic budget, bilateral country and international donors);

· a list of additional actions that could be considered by the GEF for  funding support; 

· the estimated incremental costs of additional actions; and

· targeted project proposals. 

Country submissions were synthesized into a SAP for regional implementation to address the root causes of the identified priority concerns.  This was presented to, and subsequently endorsed by, the Heads of Government of the Pacific Islands Forum at its Session in Cook Islands in September 1997. 

Refinement over a period of almost two years led to GEF Council approval of the SAP in August 1999. The Project Document was signed by the Implementing Agency, UNDP, and the Executing Agency, SPREP, on behalf of the 14 SPREP Member countries that qualified for GEF funding support, in early 2000.  Programme activities commenced in mid-2000.  

The Oceanic Component - Encouraging developments: WCPO tuna and the UNSFA

International and regional developments relating to the conservation and management of migratory fish stocks during the late 1990’s had significant implications for Pacific SIDS.  Fortunately the SAP design provided sufficient flexibility to be able to use these developments to add significant value to SAP outcomes.  Activities in support of this have focused on developing an active role for Pacific SIDS in negotiating new institutional arrangements for the management and conservation of regional fish stocks in the WCPO with the objective of securing best possible benefits for the SIDS of the WCPO region.  Had the SAP been implemented in 1998, when Programme formulation was essentially completed, Pacific SIDS would not have been as well placed as they were in 2000/2001 to harness the support provided through the SAP to generate the positive outcomes that have subsequently been realized.  

The WCPO oceanic fishery is based on four key tuna species – skipjack, yellowfin bigeye and albacore tuna.  Total landings of these species in the WCPO region have exceeded one million tonnes annually for the last decade - making it the most significant tuna fishery in the world. Of this total, a little over 60 per cent is caught in the Pacific SIDS region
.  

The quayside value of the Pacific islands region tuna catch is approaching US$2 billion annually.  Income from the tuna fishery in the region has grown to around 11 per cent of the combined GDP of Pacific islands and makes up about one-half of total exports from the region.  Globally, the regional catch accounts for about one third of the world’s tuna supply, 60 per cent of all canned tuna and about 30 per cent of the tuna supplied to the Japanese sashimi market.

The majority of this fish (around 1 million tonnes) is taken by the purse seine fishery, which is dominated by the distant water fishing nation (DWFNs) fleets of Taiwan, USA, Japan and Korea. Purse seine vessels are technologically sophisticated and require extensive capital and maintenance. Almost none of the approximately 200 purse seine vessels operating in the region are locally owned and operated.  Purse seine-caught fish is mostly skipjack tuna, which has a relatively low per unit value of around US$800 per tonne and is used for canning. 

Longline fishing targets large, high value tuna for the more valuable sashimi or table market.  While the catch (150-180,000 tonnes annually) is a fraction of that taken by purse seiners it is comparable in value.  The longlining fleet in the WCPO comprises approximately 850 vessels.  The investment to establish a longline operation is less than for purse seining, and a growing number of the longline vessels operating in the Pacific islands region are locally owned and operated.  This fishery provides a major source of income and a very significant development opportunity for Pacific SIDS. 

Research at the Oceanic Fisheries Programme (OFP) of the SPC has shown that in general, WCPO tuna stocks are healthy, particularly when comparisons are drawn with other major fisheries worldwide. The impact of fishing on albacore and skipjack tuna has been light, while yellowfin tuna is considered to be fully exploited. Increasing catches, combined with low recruitment levels, have substantially reduced the bigeye stock.  There remains concern that continued high catches of juvenile bigeye tuna by purse seine in the WCPO will further reduce the stock level.

In common with other fisheries, WCPO fisheries managers are paying increased attention to the ecosystem effects of oceanic fishing, including levels of non-target catches, otherwise known bycatch
.  Overall, bycatch levels in the region are relatively low in comparison with other fisheries. The purse seine fishery, which accounts for around 80 per cent of total tuna catch in the region, has a bycatch rate of less than 1 per cent.  Longline fishing is more problematic; with bycatch rates has high as 40 per cent.  However, much of this catch has commercial value and is landed.  Information on the sustainability of most bycatch species is sparse and below that required to comply with recently agreed international legal instruments for fisheries. 

All Pacific island countries plan to derive greater value from their tuna fisheries, and are actively seeking ways to increase their direct involvement in the fishery through employment, fleet services and local ownership and operation of fishing and processing operations.  There have also been ongoing attempts to increase the level of access fees for foreign fleets operating within the EEZs of Pacific SIDS.  In addition to national initiatives, regional agreements are being used to offer economic incentives to DWFN fleets to base locally and increase spending within Pacific island countries.

To ensure a sustainable flow of benefits to Pacific island economies from the oceanic fishery, considerable effort is being expended on the development of effective fisheries management arrangements in the WCPO.  

The SAP is a central element of strategies associated with this effort.  Given the highly migratory nature of the tuna resource these arrangements are being designed to extend beyond national initiatives (that is, within exclusive economic zones or EEZs) to include regional and multilateral cooperative arrangements. Of particular significance are the areas of high seas, management guidelines for which are set out in the UNFSA.  

The UNFSA provided the basis for a major fisheries management initiative, the Multilateral High Level Conference (MHLC) process, which was finalised in September 2000 with the adoption of a WCPO-wide Convention.  The Convention outlines arrangements for the comprehensive management of the highly migratory fish stocks of the region within the area covered by the Convention.  All SAP countries participated in this process.

Cooperation on a range of management issues through the FFA has led to the harmonization of several significant conservation and management initiatives by Pacific SIDS.  Especially powerful have been the so-called Minimum Terms and Conditions (MTCs) that have laid down common requirements of access and fishing in the EEZs of Pacific SIDS.  The MTCs include a mandatory requirement for all DWFN vessels to be registered at FFA, the carriage of a vessel monitoring (tracking) system (VMS) and observers.  Other agreements to restrict the level of fishing effort by purse seine vessels and to allow for cooperative monitoring compliance and surveillance (MCS) activities have been implemented.  Collectively, these initiatives have established a level of regional cooperation in oceanic fisheries management that is unique in the world.

At a national level, most Pacific SIDS are at various stages of developing and implementing national management plans for their tuna fisheries.  These lay the foundation for establishing reasonable allowable catches and/or levels of fishing effort and the control of fisheries development within EEZs.  An effective body of fisheries law at a national level is also required to give effect to the rights and responsibilities of Pacific SIDS.  Through regional programmes, supported to a large extent under the SAP, Pacific Island countries are revising national laws to comply with emerging international agreements, including the UNSFA, as well as to support national fisheries management initiatives, including MCS activities.

The SAP is being implemented at a crucial period for the future of the WCPO tuna fishery. Displaced vessels from fisheries that have been more heavily exploited are increasingly being attracted to the region.  This is occurring at the same time as Pacific islands are seeking to increase their own fishing activity. While stocks are relatively healthy at present, it has been agreed that a precautionary approach must be taken to prevent unsustainable fishing in the WCPO.

The future for the Oceanic Component?

The SAP is making a major contribution to improving the collective understanding of the population dynamics of tuna and related species, environmental issues, including oceanic ecosystems and oceanography, and bycatch species in the WCPO region. This will promote the development of mechanisms to support ecologically sustainable levels of catch or fishing effort.  The concurrent implementation of effective management measures, based on best available science, will be necessary to apply this information for sustainable management outcomes.  These arrangements, the implementation of which is significantly supported by the SAP, will need to give due recognition to all stakeholders in the WCPO region – the SAP participating countries, DWFNs, and non-SAP participating countries and territories.

Increasing the understanding of how oceanic resources and their supporting ecosystems change over time requires good coverage of data.  Considerable gaps exist, particularly in the case of the South East Asian fisheries (Indonesia and Philippines) and to a lesser extent in information from fisheries in SAP participating countries and territories in the WCPO region. The further development of observer and port sampling programmes, combined with training and other assistance will help increase data flow and provide validation for existing and future logbook data.

Stock assessment has made major advances in the last five years, particularly with the application, testing and refinement of cutting-edge and increasingly robust integrated fisheries assessment models for the four key tuna species.  Using models such as MULTIFAN-C reference points are being developed to assess the status of the fishery.  Through many of the SAP initiatives, managers are applying these assessments as the basis for the implementation of control measures both at national and multilateral levels.  Future research on the wider oceanic ecosystem and the effect of El Nino/Southern Oscillation (ENSO) events on the resource and associated fisheries will contribute to a more holistic understanding of the dynamics of WCPO oceanic living resources.

The future will see the SAP participating countries coming to terms with the implementation of a comprehensive multilateral fisheries management regime for the WCPO based on UNFSA.  In fact, as this is the first such arrangement developed for any ocean region on the globe following the conclusion of the UNFSA the Pacific SIDS are establishing some significant precedents.  

The Convention will provide a basis for the negotiation of detailed management measures, institutional structures and administrative arrangements for the conservation and management of WCPO migratory fish stocks.  It is essential that these arrangements be efficient, cost effective and involve all primary stakeholders.  The vulnerability of island States, in terms of their ability to contribute to the development of new management arrangements and participate effectively in relevant forums, will be a critical issue to be addressed.  In addition, it will be very much in the interests of SAP participating countries (and arguably, all MHLC participants) if regional arrangements already successfully implemented by Pacific SIDS are grafted onto Commission-wide initiatives.  These include OFP scientific services, the regional register and MCS initiatives such as observer programmes and VMS. 

While these structures and processes are being negotiated, growing concerns over the status of bigeye tuna stock will need to be addressed. Pacific SIDS will need to give consideration to the development of a management framework for bigeye tuna, and possibly yellowfin.  Control of the purse seine fleet in the Pacific islands area through a review and updating of regional cooperative arrangements will be pivotal to gaining effective control over catch levels.

At a national level, SAP participating countries will continue to build a base of management-related initiatives through the completion of national management and development plans, MCS initiatives, and updated fisheries laws.  Many of these actions will be based on the need to give effect to the WCPO Convention.  The domestic fishing and processing industry of the Pacific islands will continue to expand, with an emphasis on small to medium-sized tuna longlining operations.

The Coastal Component – also positive, but not without challenges

Implementation of the Coastal Component of the SAP commenced in mid-2000.  Unlike the Oceanic Component, which was implemented within an established institutional framework supported by SPC and FFA, the Coastal Component had to establish the infrastructure to support SAP implementation from a low national base in virtually all of the participating SIDS.  

This isn’t to say that processes to support environmental and resource management are not in place in Pacific SIDS - there are.  However, in almost all cases, local capacity is limited and focused on servicing on-going responsibilities, including an increasing number of international obligations
.  Among these countries there are limited resources to establish new national and regional programmes such as the SAP.  As a result, the internal approval processes associated with formal affiliation with the SAP, and the subsequent recruitment of dedicated staff to manage and administer the respective national components of the Programme, has taken considerable time – up to 15 months or 25 per cent of the 5-year time frame provided for SAP implementation.     

With procedural arrangements now in place in all 14 participating SIDS, confirmation of priority issues of environmental concern and the selection of the focal issue to be addressed by the pilot project supported under the SAP has commenced.  In many respects this represents good progress although some observers may be quick to make the point that, in mid-2002 or 2.5 years into the 5-year Programme, none of the 14 participating countries have actually commenced their community-based pilot project.  

If the SAP is to terminate in early 2005, as originally designed, participating countries have less than 2.5 years to implement their community-based pilot project.  This creates significant challenges supported by an increasing volume of documentation that underscores the conclusion that five years is insufficient to design, implement and document outcomes for a community-based initiative in almost all situations – let alone the geographically dispersed and socially and economically varied working environments of the Pacific Islands.  

The timeframe originally budgeted for in the design of the SAP is one of several significant issues that has arisen during the early stages of implementation.  Many of these issues relate to the Coastal Component – a function of the relatively poor logistical and administrative framework to support the implementation of integrated, and consultative, coastal programmes within participating countries in early 2000.  A summary of issues associated with the delivery of the SAP, with a focus on the Coastal Component, is presented below.

Key elements during formulation: political support and effective regional coordination

The formulation of the SAP demonstrated high-level political support, dedicated effort and efficient coordination as key ingredients for the successful preparation of a regional programme of this nature for Pacific SIDS.  While this worked successfully in securing GEF support for the SAP, other issues arose during the formulation process in 1996 and 1997, and since, that provide valuable lessons for related initiatives.  Many of these issues concern the “transboundary analysis” that was supported during the formulation of the SAP.

In 1996/97 the GEF was keen to finance a small island State initiative within the international waters portfolio.  By adopting the GEF prescribed process, and enlisting the involvement of all qualifying States in the region, there was a high level of support for the Pacific SIDS initiative within the GEF.  As a result, a well-presented submission from the region (albeit perhaps deficient in terms of practical considerations associated with implementation), supported at a high political level, always stood a good chance of being funded.  

Considering the geographic size and the political, economic and social diversity of the region, the rapid mobilisation of resources to support the SAP formulation process in 1996/97 was impressive.  To have apparently completed this “analytical and formulation phase”, including an analysis of the root causes for the priority environmental concerns, across Pacific SIDS, in a period of less then 12 months, was a significant achievement.  In doing this, awareness of GEF issues, and the potential of an international waters programme to address critical environmental concerns, was raised to a high level among all potential beneficiaries.  

The time element and raised expectations

The period of intense activity leading to the formulation of the SAP was not sustained.  While expectations were raised during the formulation phase that a SAP was imminent, it was two years after the endorsement of the Programme by the Heads of Government from the region in 1997, that the SAP received GEF Council approval.  Following GEF Council approval a further five months elapsed before a Project Document was signed by the implementing and executing agencies.  Actual implementation was delayed a further seven months as logistical and administrative arrangements were put in place to support programme delivery and the flow of programme funds to countries only commenced in 2001 – 4 years after the design phase commenced! 

A robust TDA?

The extended approval phase for the SAP, and subsequent delays in actual programme implementation, stimulates significant debate about the ability of a SAP formulated in 1997 to effectively address the priority environmental management issues of 2002.  To accommodate this concern many participating countries are undertaking a re-appraisal of priority environmental issues as an early task in SAP implementation.  Although an unbudgeted activity, this task is adding value to the SAP.  It is providing the necessary basis to support the subsequent selection of each participating country’s pilot project as well as serving as a useful reference for other environmental management initiatives in the region.  

Participants in the 1997 formulation exercise considered the TDA process employed to be relatively superficial.  Apart from the omission of an oceanic element from the process, the 6-week time frame provided was inadequate to undertake a robust TDA.  The result was an assessment that was based on the subjective views of a relatively small number of interested stakeholders from urban areas. The minimal budget and time frame for the national assessment did not permit consultation with rural or outer island stakeholders.  In addition, it was particularly difficult for the limited number of qualified personnel participating in the exercise to accurately describe baselines situations and develop detailed targeted project proposals (including and assessment of their incremental cost), within the specified time frame. 

Despite being provided with Guidelines, national assessments in 1997 varied in their adherence to the suggested format and to the amount of detail provided.  As a result, differences and discrepancies are found across the national reports.  The detail among submissions from participating countries varied from a simple list of projects to detailed project proposals.  Some countries developed comprehensive, integrated programmes with the expectation all elements would be funded by the SAP.  

In their 1997 national assessments, some participating countries identified the need for additional, more extensive, consultation on priority environmental issues during the early stages of implementation of the SAP.  They noted that further consultation with a range of government, private sector, NGO and local community stakeholders would be required to confirm priorities and refine the collective national view of the key issues that could be addressed through a pilot project supported under the Programme.   

Most participating countries are attempting to address this concern during the early implementation stages of their respective national SAP activities.  This is supported through generic reference material, presented as broad strategies, produced by the Project Coordination Unit (PCU) at SPREP.  The strategies produced to date focus on critical issues of social assessment and participation, resource economics and communications as central elements of successful pilot project identification, design and implementation
.  

Limited information

A lack of basic information in most participating countries precluded a quantitative assessment of environmental concerns in 1997.  This is recognized in the Project Document wherein an underlying objective of the SAP is to generate improved data to support informed decision-making on environmental issues.  

Economic and social costs and benefits of activities that impact on the environment would ideally have been considered in assessing priority environmental concerns.  In 2002, as was the case in 1997, most participating countries lack both the information necessary to support an objective, verifiable assessment of this nature.  Generally they also lack qualified people to undertake such assessments.  As a result, while few would ague that the list of environmental concerns identified in 1997 is neither accurate nor comprehensive, there is considerable debate concerning a prioritized ranking of those concerns.  This debate will continue until Pacific SIDSs develop a capacity to objectively assess, and prioritize, national environmental threats.   

Baselines?

The lack of baseline information is a particular handicap to the timely implementation of the SAP.  Even if the baseline situation had been adequately described in 1997 delayed implementation meant that baselines would have changed.  As a result, they would have required review at Programme startup.

A formal review of the baseline situation in 2000 was completed for the Oceanic Component during the early phases of SAP implementation.  This provides a valuable reference against which progress towards addressing the objectives of the SAP can be evaluated in the future
.

However, a description of the baseline situation for the Coastal Component presents numerous challenges involving considerable work. The need for this was not clearly identified in the 1997 SAP formulation with the result this task was a notable omission from the SAP design.

In addition to community-based resource management and conservation objectives, the SAP is also expected to address matters of governance, institutional strengthening, capacity building, awareness raising, information acquisition and dissemination and investment.  Theoretically, the baseline situation should be described for each of these issues at the start of Programme implementation.  This is in addition to accurately describing the baseline situation in the communities hosting the pilot projects against which the impact of the SAP in promoting sustainable resource management and conservation can be assessed.  Together, a comprehensive description of all baseline elements for 14 communities, in 14 Pacific SIDS, is a major undertaking, an undertaking that was not budgeted into the Programme design.    

In addition to the issues summarized above, some additional lessons to date include:

Assumptions: The implication in the SAP design that all 14 participating SIDS would progress implementation simultaneously from Programme commencement was unrealistic.

Time frame:  Evidence from a range of community-based natural resource management initiatives implemented both at the national and regional level in the Pacific region (among them the Integrated Conservation and Development Project in Papua New Guinea and the GEF-financed, UNDP implemented and SPREP executed South Pacific Biodiversity Conservation Programme) indicate that a 5-year time frame is insufficient to implement a community-based sustainable resource management and conservation initiative at a single site.  Fourteen such sites, as is provided for under the Coastal Component of the SAP, compound the challenge.  In addition, given the status of implementation of most of the 14 participating countries to date, the two years that effectively remain to implement the SAP, up to January 2005, provides little real chance of achieving meaningful outcomes.  

To address this, UNDP, SPREP and the 14 participating countries are currently discussing prospects for a 2-year Programme extension.  This is an issue that will need to be resolved in the near future as it is critical that the time frame for actual pilot project implementation be known as early as possible so that it can be accommodated in the design of the pilot projects.
National Coordinator capacity: Through the SAP, each participating country is provided with the resources to support a full time post for a national coordinator for the duration of the project.  The Project Document provides that the person appointed will take responsibility for the national Coastal Component of the SAP.  Local executing agency focal points assumed responsibility for the recruitment of National Coordinators.  In several instances the National Coordinators appointed require considerable capacity building in core competencies.  Time and resources applied for this purpose will impact on the implementation of national pilot projects and are tasks that were not incorporated into the original SAP design.

Multi-sectoral consultation: Effective, regular, multi-sectoral dialogue, across Government agencies and including civil society, is in its infancy in many Pacific SIDS.  Such consultation is an integral element of the IWP.   The IWP may be required to invest considerable time and effort supporting the development of such consultative processes where these are currently operating weakly.  This is an activity requiring significant investment in time and resources to generate tangible benefits for pilot project implementation.

Community-based approach:  A structured framework for supporting a genuine community-based approach to sustainable resource management and conservation initiatives presents many challenges for most Government agencies among Pacific SIDS.  This is partly a function of limited national capacity.  It is also a reflection on the existing dominance and relatively limited consultative role of Pacific SIDS Governments in resource management and conservation initiatives at both the national and regional level.

Pilot approach: The SAP assumes that participating countries will value a “pilot” approach to community-based initiatives to address regional or national environmental concerns.  This requires a commitment to a long-term approach so that the results of the pilot projects can be applied to subsequent activities and programs of an island-wide or national scale.  Many competing “immediate” priorities, and limited local capacity, make it difficult for a long-term perspective to secure the support required to enable successful implementation of experimental or pilot approaches within Pacific SIDS.  

Technical elements: In relation to the Coastal Component, the Project Document prescribes the structured, logical integration of three technical elements of the community-based approach: communications, social assessment and participation and resource economics. Pacific SIDS have limited capacity, or experience, in respect to the integrated application of these three disciplines to community-based sustainable resource use and conservation initiatives.  As a result, local personnel require considerable support and backstopping with awareness raising and capacity building activities focused on these elements of the SAP.   
Administrative processes: Past experience demonstrates that administrative arrangements generally have a major influence on the implementation of regional Programmes such as the SAP.  Efficient local administrative arrangements ensure timely disbursement of Programme resources.  Inefficient processes lead to considerable delays that adversely impact on Programme delivery.  Among most participating SIDS administrative processes require considerable strengthening.  

Delayed implementation: Like the Oceanic Component, there are positive outcomes associated with the delayed implementation of the Coastal Component of the SAP.  In 1998 there were several significant regional programmes engaging communities in sustainable resource use and conservation activities in the South Pacific region.  One of these, the US$10 million South Pacific Biodiversity Conservation Programme (SPBCP), was also supported by the GEF, implemented by UNDP and executed by SPREP.  Implementation of the SAP in 1998 would have meant that the results of the SPBCP would not have been available to assist with the design of the community-based initiatives proposed under the SAP.  The SPBCP formally concluded in December 2001 with the result that the experience of that Programme, including the regional network that it supported, is now available to the SAP.

Conclusion

The process to develop the SAP submission by Pacific SIDS was impressive in terms of the extent of regional coordination, high level political engagement and timeframe in which it was completed.  However, the rapid formulation of the Programme was not without cost in terms of the detail and consideration of practical issues associated with its implementaiton.  Factors associated with strengthening community-based processes for improved environmental and sustainable management of natural resources provided for in the design plan, but not adequately researched during the formulation, include:

· an objective assessment of priority environmental concerns;

· broader stakeholder consultation;

· a thorough assessment of incremental costs; 

· documentation of baseline elements; and

· an appraisal of logistical and administrative options to support implementation.

These factors now need to be addressed during the early stages of Programme implementation.  In most cases, activities associated with addressing these issues are unbudgeted in terms of both time and finance.  As a result, this will impact on progress towards achieving Programme objectives.

�  	Cook Islands, Federated States of Micronesia, Fiji, Kiribati, Marshall Islands, Nauru, Niue, Palau, Papua New Guinea, Samoa, Solomon Islands, Tonga, Tuvalu and Vanuatu.


�  	American Samoa, Australia, Cook Islands, Federated States of Micronesia, Fiji, France, French Polynesia, Guam, Kiribati, Marshall Islands, Nauru, New Caledonia, New Zealand (including Tokelau), Niue, Northern Mariana Islands, Palau, Papua New Guinea, Samoa, Solomon Islands, Tokelau, Tonga, Tuvalu, United States of America, Vanuatu and Wallis and Futuna.


�  Except Palau which, by virtue of it’s Trust Territory status with the U.S., was not eligible for GEF funding at that time.  It has since attained its independence and is a full participant in the SAP.


� This document was entitled “Guideline to the National Task Forces for their input to a Strategic Action Program to Conserve and Sustainably Manage Coastal and Oceanic Resources in the Pacific Region.”


�  Cartwright, I. (2002). The Oceanic Fisheries of the Western Central Pacific: A baseline study. International Waters Programme, SPREP, SPC and FFA, June 2002, 69 pages


� For the purpose of this paper, bycatch is defined to include by-product species (i.e. those species that have commercial value and are retained) and other non-target species (i.e. those that have no value or are protected and are not retained).


�   United Nations University and the South Pacific Regional Environment Programme. 2002. Pacific Island Countries Case Study.  Inter-linkages: Synergies and Coordination among Multilateral Environmental Agreements. July 2002, Tokyo, Japan.  40 pages.


� Guidelines for the Initial Phase of the International Waters Programme: In-country Arrangements, Review of Priority Environmental Concerns and Selection of Pilot Projects. Version 1.04.  International Waters Programme, Project Coordinator Unit, SPREP, May 2002.  33 pages.  Social Assessment and Participation Strategy. Version 1.00.  International Waters Programme, Project Coordinator Unit, SPREP, March 2002.  55 pages.  Communications Strategy.  Version 1.02.  International Waters Programme, Project Coordinator Unit, SPREP, March 2002.  29 pages.


�  Cartwright (2002) op. cit.





