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Overview

The Benguela Current Large Marine Ecosystem Programme (BCLME)  is a multi-country cross-sectoral regional initiative originally conceived in 1995 and developed by Angola, Namibia ad South Africa in partnership with UNDP and GEF as a means to ensure the integrated management, sustainable development and protection of this globally important eastern boundary current region. A step-wise bottom up process was adopted in the project development phase (PDF Block B) which was characterised by excellent co-operation between the principal scientific institutes and management agencies in the three countries and comprehensive multi-sectoral consultations with all stakeholders. 

The Programme which is funded jointly by the GEF (US$15 million ) and the three countries and donor agencies (US$23 million) in now in the implementation phase. BCLME will run for five years (2002-2007) after which it’s continuation is expected to be self-financing. It will focus on a number of key sector including fisheries, environmental variability, seabed mining and offshore oil and gas production, aspects of ICZM, ecosystem health, pollution, biodiversity, socio-economics and governance.

PDF Block B Process (Programme Development Phase)

The following is a short account of the PDF Block B preparation  process, experiences and lessons learned in developing the BCLME Programme

The key milestones were as follows:-

· Synthesis and Assessment of Information on the BCLME

All available information on the BCLME was collated, assessed, re-interpreted where necessary, synthesized and then compiled into a suite of six comprehensive reports on Fisheries; Oceanography and Environmental Variability; Diamond Mining; Coastal environments; Offshore oil and Gas Exploration/Production and Socio-economics of some key maritime industries.

· Transboundary Diagnostic Analysis (TDA)

This process identified the main issues and problems in the BCLME, the root causes of the problems and agreed prioritized actions to provide solutions in the most cost-effective way.  This necessitated an extensive multi-sectoral consultation process which was undertaken at stakeholder workshops.

            Some of the issues that were  identified  are given below:-

a) Major decline in commercial fish stocks in the region and non-optimal

      harvesting of living resources

b) Uncertainty regarding ecosystem yield in a highly variably environment

c) Deterioration in water quality both chronic and catastrophic

d) Habitat alteration and destruction, modification to seabed and coastal zones

e) Loss of biotic integrity and threat to biodiversity

f) Inadequate capacity to ensure ecosystem health

g) Harmful algal blooms

           The causes of the problems were identified as follows:-

a) Complexity of ecosystem and high degree of variability

b) Inadequate capacity development (human and infrastructure) and training

c) Poor legal frameworks

d) Inadequate implementation of existing legislation, etc..

e) Inadequate planning at all levels

f) Insufficient public involvement

g) Inadequate financial mechanism and support

· Strategic Action Plan (SAP)

Following the TDA, a strategy was developed collaboratively  by the responsible management agencies in the three countries to address the identified transboundary problems.  The SAP is a formal commitment by the Governments of Angola, Namibia and South Africa to accept environmentally sound management principles and to execute a suite of appropriate policy actions collectively to enable the sustainable development and utilization of the BCLME. The SAP was signed by all ministers responsible for Ocean Management in the three countries in 1999/2000.

The agreed principals,  policy actions and institutional arrangements that would be addressed by the  SAP were as follows:-

Agreed Principals

· Protection of the ecosystem integrity for future generations

· Application of precautionary principal where appropriate

· Anticipatory and co-operative actions (contingency planning, oil spills, environmental impacts and HAB’s)

· Use of environmentally friendly technologies and application of “”polluters pay principal

· Ëcosystem and health considerations to be included in all relevant policies and plans

· Transparency and public participation

· Co-financing with industry and donors

Agreed Policy Actions

· Sustainable management and utilization of living marine resources

· Management of mining and drilling activities

· Assessment of environmental variability, ecosystem impacts (e.g. harmful algal blooms) and improvement of predictability

· Management of pollution

· Maintenance of ecosystem health and protection of biological diversity

· Capacity strengthening and training

      Agreed Institutional Arrangements

· Establishment of a Benguela Current Commission (BCC) within five years

· Establishment of a Programme Co-ordination Unit (PCU)

· Establishment of three Activity Centres, one located in each country

- Environmental Variability and Predictability  (Cape Town, South Africa)

      - Living Marine Resources (Swakopmund, Namibia)

      - Biodiversity, Ecosystem Health and Pollution (Luanda, Angola)

· Establishment of Advisory Groups

      - Environmental Variability and Ecosystem Health

      - Fisheries and other Living Marine Resources

      - Marine Pollution

      - Legal Affairs and Maritime Law

      - Information and Data Exchange

· Pursue a policy of co-finance with industry and donors

Project Brief and Project Document

The final step in the process of developing the BCLME Programme was to draft a Project Brief for submission to the Scientific and Technical Advisory Panel (STAP) and the GEF Council. This was subsequently approved by GEF in March 2000 and was followed by the preparation of  a comprehensive  document and financial plan to enable implementation over a 5-year period. The resultant Project Document (ProDoc) was approved by the Governments of Angola, Namibia and South Africa and the GEF council in May 2002.  

BCLME Programme - Areas of Proposed Action

The are three areas where action is proposed to address the problems facing the living marine resources and marine environment of the  Benguela Current Large Marine Ecosystem and to mitigate and restore these imbalances. These are as follows:-

· Sustainable Management and Utilisation of Resources

Development of plans, activities and timetables to achieve optimal utilization of living marine resources; Assessment of seabed mining and drilling impacts and policy harmonization; Adoption of measures to ensure the responsible development of mariculture; Development of measures to protect vulnerable species and habitats ; Assessment of non-harvested species and their role in the ecosystem.

· Assessment of Environmental Variability, Ecosystem Impacts and Improvement of

             Predictability

           Reducing uncertainty and improvement of predictability; Capacity strengthening

           and training to improve management of shared resources; Management of the

           consequences of harmful algal blooms.

· Maintenance of Ecosystem Health and Management of Pollution

         Improvement of water quality; Prevention and management of oil spills; Reduction

         of marine litter; Reduction and restoration of habitat destruction and alteration;

         Conservation of biological diversity.

In each of the above sub-areas, specific problems and their causes have been identified and suites of activities have been developed to provide the required information and solutions that are needed for integrated management, sustainable development and protection of the ecosystem. An example of the needs for addressing the problems and issues of the Living Marine Resources component of the BCLME programme is as follows:- 

· Provision of information to facilitate regional assessment of shared resources

· Joint surveys across geopolitical and ecosystem boundaries i.e. transboundary

· Gathering and calibration of baseline information

· Co-operative assessments of potential new transboundary resources

· Specific training activities

· Establishment of a regional stock assessment forum

Marine Science and Technology and Linkages with other Programmes

While the BCLME Programme deals primarily with transboundary management issues and not scientific research pre se, it will be underpinned by science and technology of the highest international standard.  In this respect, the BCLME Programme has established close links with the very successful regional fisheries science and training programme, BENEFIT (BENguela Environment Fisheries Interaction and Training).  Benefit is a joint initiative of Angola, Namibia and South Africa in partnership with international donors (NORAD and GTZ) was launched in 1997 as a 10 year programme to develop enhanced science capacity required for the optimal and sustainable utilization of living resources of the Benguela Current ecosystem.  Apart from BENEFIT, the BCLME Programme also has close links with a number of other regional GEF and international initiatives and bodies. e.g.: South East Atlantic Fisheries Organisation (SEAFO), Global Oceans Observation System (GOOS), Guinea Current Large Marine Ecosystem Programme (GCLME), Global International Waters Assessment Programme (GIWA), the Southern African Development Community (SADC).

The BCLME Programme is presently guided by  Programme Steering Committee (which will later links with the Benguela Current Commission) and is administered via a Programme Co-ordination Unit (PCU) based in Windhoek, Namibia. The development of activities and the implementation of workplans functions primarily through the suite of five specialist Advisory Groups that are facilitated by the country-based Activity Centres. There is also provision in the Programme to bring in top international and regional experts when necessary.

         THE BCLME PROGRAMME – DEVELOPMENT OF THE PDF BLOCK B

                                          SOME OF THE LESSONS LEARNED

· 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. However the 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 where

            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 Africa 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  are 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. However, 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 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 possibly have been fast-tracked to three years provided that communications, structures  and bureaucratic procedures within GEF, UNDP and UNOPS and at country office level were standarised and that  responses were proactive and timeous. 

· 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. However, 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 repeated directly from 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’s

           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 provides clear-cut

            guidelines to follow and which does not raise expectations of locals by promises  which

           cannot be delivered.
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