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request for project preparation grant (PPG) 

Project Type:  FORMDROPDOWN 
  
the GEF Trust Fund
      Submission date:  May 28th, 2009     

GEF Project ID: 3910
GEF Agency  Project ID: 4248
Country: Argentina
Project Title: Inter-jurisdictional System of Coastal-Marine Protected Areas (ISCMPA)
GEF Agency:  FORMDROPDOWN 

Other Executing partner(s): Fundación Patagonia Natural (FPN) 
GEF Focal Area:  FORMDROPDOWN 


 FORMDROPDOWN 

GEF-4 Strategic program(s): BD-SP2-Marine PA; BD-SP1-PA Financing 
name of parent/program/umbrella project (if applicable):  NA
a.   Project preparation Timeframe 

	Start date of PPG
	June 2009

	Completion date of PPG
	June 2010


B. Past project preparation activities ($): NA
C.  proposed project preparation activities ($)

	PPG funds will be used to undertake the activities listed below for the further design of the full Project. The final product of this phase would be the detailed and agreed upon PRODOC document and the CEO Endorsement Request. A number of activities are required to fully compile existing information to establish a baseline; further identify interventions needs; assess the timing and costing of proposed actions; and design a monitoring and evaluation system for measuring progress implementation of the full Project and the achievement of the proposed objectives. For all five coastal Provinces, available information will be used as far as possible, limiting the collection of new information to specific cases for example for Buenos Aires Province which did not participate in earlier coastal zone management project but will be included in the Inter-jurisdictional System of Coastal-Marine Protected Areas (ISCMPA) to ensure an integrated approach to the whole ecosystem.  During the preparation phase, special attention will be given determine the opinions of those stakeholders relevant for the management of the Coastal-Marine Protected Areas (CMPAs), so as to reach an initial common vision regarding the conservation and management goals to be adopted as criteria for success during the implementation of the full Project. 

1. Compilation of baseline information and definition of pilot areas and conservation goals
PPG funds will finance the compilation and further analysis of ecological information on existing CMPAs and consultations with stakeholders of the five provinces and the national government to confirm the selection of pilot areas and reach consensus on the conservation goals for the Project. This will include establishing the baseline and the conservation goals for at least five key species of marine animals representing the entire Project area, and for other species representing pilot CMPAs. In particular, the following activities will be performed: (i) an assessment on the proportions of total marine habitats and bioregions currently protected, (ii) an analysis of the ecological importance, singularity and vulnerability of potential pilot areas, (iii) initial georeferencing and mapping of potential pilot areas to be created or expanded in order to estimate the costs of the full Project, (iv) an analysis in detail of threats and impacts from the fishing industry and other activities to marine biodiversity in the pilot areas, (v) consultations on the selection of the pilot areas with relevant stakeholder of the five provinces and the National Government, and also on potential conservation goals for the future ISCMPA and the pilot areas. 

2. Assessment of legal framework, institutional capacity and participation needs 
2.1. Public participation during Project preparation:
Participation of key stakeholders will be encouraged during the preparation of the main components of the full Project, in order to build consensus on the goals, prevent potential conflicts and guarantee the full participation of the five Provinces where the Project will be implemented.  An analysis of the main stakeholders involved in governance, implementation and financing of CMPAs of Argentina will be performed. This analysis will help to identify the social actors interested in CMPAs at the local and the regional levels, together with the groups potentially affected by the establishment of new CMPAs and the present and future issues of conflict. Also, main stakeholders related to the governance and management of the Project will be identified. National and Provincial States will be asked to designate Focal Points for each jurisdiction, in order to centralize communications during PPG phase regarding design and implementation of the Full Project. Time invested by these Focal Points would be part of the national and provincial co-financing for the PPG. A group of relevant stakeholders will take part in two consultations and several meetings during preparation and formulation of the Project. This will build consensus about the future models of CMPAs and ISCMPA to be implemented in the full Project. These stakeholders will include amongst others the government (Provincial Agencies related to Protected Areas, Tourism, Fishing and Energy; Federal Agencies such as National Parks Administration, Environment and Sustainable Development Secretariat, Federal Council for the Environment –COFEMA-, Federal Fishing Council), private sector (corporate chambers of the fishing, tourism and hydrocarbon sectors) and civic society (unions, grassroots organizations, local and national NGOs). 

2.2. Assessment of the legal and institutional framework regarding the establishment and management of an ISCMPA :
An analysis comprising legislation, institutional baseline and procedures related with establishment and management of local, provincial and national CMPAs will be performed. This assessment should identify strengths, needs and gaps in legislation and in current practice at the national and the five coastal Provinces levels, regarding the establishment of the ISCMPA. These activities will deliver the following products: (i) an analysis on legal and institutional requirements at the local, provincial and national levels so as to implement the ISCMPA, (ii) an analysis of roles and jurisdictions at national, provincial and local levels regarding management and conservation of marine resources in order to identify potential conflicts and function overlaps, (iii) an assessment on the existing mechanisms and coordination capacity for the management of the ISCMPA at the three governmental levels. These analyses will include potential scenarios for development of the future ISCMPA, and a comparative assessment of successful models of federal systems of CMPAs in the World. 

3. Design of goals and activities to reach the financial sustainability 

3.1 CMPAs Financing: 

During the PPG a study will be performed to assess the funding status, trends and investment needs of the CMPAs at the national and provincial levels. Specifically, the current funding situation, the current and projected management costs, financial sources, and the funding needs of existing and projected CMPAs will be described. This activity will also include an assessment of existing financial capacity and mechanisms to manage and allocate funds, and will apply the UNDP’s Financial Sustainability Scorecard to the existing CMPAs .
3.2 Alternative funding mechanisms: 
A study will be performed to assess feasibility of alternative, potential funding mechanisms to be tested in the selected pilot areas as part of the FSP as model for the future the ISCMPA. It will include the comparative analysis of international examples of successful ISCMPA financial mechanisms, and the evaluation of the feasibility of their application in Argentina. It will also include specific studies for Argentina including the following: (i) the current visitor-fee system of the national and provincial CMPAs, and definition of guidelines for their future enhancement, (ii) legal and economic feasibility and social acceptance of a proposal for a new tourism tax at the provincial level, (iii) analysis for the  economic valuation of ecosystem services provided by MPA for the fishing industry to determine the potential for a developing payment schemes (this would include reviews of cases worldwide and consultations with stakeholders), and (iv) cost assessment associated with restoration and mitigation of damages to coastal and marine biodiversity caused by the oil and gas industry, including consultations to define a framework for the creation of an oil industry Contingency-Conservation Fund with the corporations operating in Argentina. 
4. 4. Design of Training and Communication Programs
5. PPG funds will be used to design training and communication strategies to be included in the FSP to develop and consolidate the ISCMPA and the effective management of the CMPAs, based on public participation. This implies a shift in the way decision makers, CMPA managers, and private sectors think of the role of CMPAs. The PPG phase will define and design: (i) a Training Program, based on a specific needs assessment, including the framework of the future ISCMPA, management of CMPAs, ecological monitoring and financial management of protected areas for Government officials (at local, provincial and national levels), private sector representatives (tourism, fishing and oil industries) and local communities (stakeholders); and (ii) an integrated Communication Program, based on a previous needs assessment, to keep stakeholders, private and public sectors informed about the objectives, state and goals of the Project. 
5. Monitoring and evaluation strategy 
During the preparation phase a Monitoring and Evaluation Strategy (M&E) will be developed, aimed at: (i) tracking the progress in the Project implementation, (ii) measuring the Project’s impact on coastal and marine biodiversity conservation, and (iii) analyze CMPAs financial needs and trends over the long term. Activities will include the following: (i) evaluate currently used M&E systems to measure conservation impacts and financial sustainability of CMPAs, (ii) select, adapt or develop a series of indicators on biodiversity conservation, management effectiveness of CMPAs and the ISCMPA (including Management Evaluation Tracking Tools - METT), and a series of indicators on financial sustainability, (iii) develop the M&E plan including baseline levels, indicators and methodologies to track progress and effectiveness of the Project, and (iv) develop a cost-effectiveness analysis protocol to assess lessons learned, and outline successful replication strategies. 

	List of Proposed PP G Activities
	Output of the PPG Activities
	Project

Preparation Amount (a)
	Co-financing (b)
	Total

c = a + b

	Baseline information and selection of pilot sites

	·  Abundance and habitat baseline values for selected key species and current CMPAs ecological representativeness (marine key species habitats, bioregions).

·   Pilot areas defined with conservation goals for key species based on technical assessments including threats assessments and consultations with stakeholders. 
	26,200
	22,812
	49,012

	Assessment of legal framework, institutional capacity and participation mechanisms 
	· Comparison of the national and provinces legal framework, related to coastal-marine biodiversity conservation and CMPA management. 

· Legal gaps and needs for institutional capacity building for defined for the establishment of an ISCMPA. 
·   Public participation mechanisms defined for the Project and the ISCMPA governance. 
	6,240
	30,452
	36,692

	Design of financial sustainability of CMPA actions
	· Current CMPAs funding levels, funding and investment need defined. 
· Feasibility of alternative financial mechanisms defined 
	30,640
	17,652
	48,292

	Design of Training and Communication Programs 
	· Training program on CMPAs and the ISCMPA designed for government officials, CMPAs managers, public and private sector based on a needs assessment. 
·   Integrated program of communication for the Project, considering different stakeholders, mechanisms and appropriate tools for each case. 
	10,320
	1,152
	11,472

	Monitoring and evaluation strategy. 
	· M&E plan developed.
· Monitoring strategy for the ISCMPA financial sustainability  
· ProDoc and CEO Endorsement Request sent  to GEF for approval 
	21,600
	23,312
	44,912

	Total Project Preparation Financing 
	95,000
	95,380
	190,380


D.  Financing plan summary for project preparation grant: ($)

	
	Project Preparation 
	Agency Fee 

	GEF financing 
	95,000
	9,500

	Co-financing  In cash
	38,152
	

	Co-financing  In kind
	57,228
	

	Total
	190,380
	9,500


E.  PPG  requested by agency, focal area and country :  Single focal area, single country and single GEF Agency project.

F.   PPG Budget Request

	Cost Items
	Total Estimated Person Weeks for GEF Grant (PW)
	GEF ($)
	Co-financing ($)
	Total ($)

	Local consultants *
	102.5
	45,400
	57,880
	103,280

	International consultants*
	8
	16,000
	0
	16,000

	Travel
	 
	15,000
	15,000
	30,000

	Consultations
	 
	15,000
	18,000
	33,000

	Miscellaneous
	 
	3,600
	4,500
	8,100

	Total Budget PPG
	 
	95,000
	95,380
	190,380


*   the Annex A provides details of Consultants funded with GEF resources.
G.   GEF Agency Certification



	This request has been prepared in accordance with GEF policies and procedures and meets the GEF criteria for project identification and preparation.


	Agency Coordinator, Agency name
	Signature
	Date 

(Month, day, year)
	Project Contact Person
	Telephone
	Email Address

	Yannick Glemarec, UNDP/GEF Executive Coordinator
	[image: image1.emf]
	May 28, 2009
	Helen Coles de Negret
	507-3024508
	helen.negret@undp.org


Annex A

Consultants Financed by the Project Preparation Grant (PPG)(
A General Coordinator will be hired for the PPG phase, to be covered with co-financing funds. The main activities of the Coordinator will be: provide guidance to the Consultants presented in the table below; promote inter-disciplinary collaboration; ensure that the products from the Consultants are coherent with the project vision presented in the PIF and contribute to the planning of goals and activities of the full Project; compile all relevant documents in order to prepare the drafts of the PRODOC and the CEO Endorsement Request.
	Position / Titles
	$/

Person Week1 
	Estimated PWs2
	Tasks to be performed

	Local

	Protected Area Management Expert 

	430
	24
	· Analyze literature on successful models of federal (inter-jurisdictional) CMPAs systems in the world and determine applicability in Argentina  
· Undertake comparative analysis of the protected areas (PA) management categories being used by the Federal Government and the five coastal Provinces, identifying similarities, differences and gaps in regards of conservation objectives, goals and limitations in use of coastal and marine resources.

· Draft a proposal for steps needed to reach consensus on the PA management categories that would meet the needs of the future ISCMPA at the inter-jurisdictional level (Municipal, Provincial and National Governments).

· Hold consultations and meetings with National and Provincial authorities to confirm the selection of pilot sites. 

· Define the steps needed to be undertaken to define the conservation goals and the associated activities for the entire ISCMPA, based on meetings and consultation with key stakeholders from the Government, the productive sectors and the civil society.

· Define the conservation goals and the associated activities for the CMPAs selected as pilot sites with key stakeholders from the Government, the productive sectors and the civil society, 

· Consolidate and update information on management issues of the Provinces and the Federal Government CMPAs to provide input to the other PPG consultants and to provide a basis for the logical framework of the full Project.

	Marine Biology and Ecology Expert 
	430
	12
	· Determine ecological representativeness baseline values of the present CMPAs (in regards of species, habitats and bioregions). This will be an input for the work of the Experts in Protected Areas Management and the M&E specialist.
· Undertake a threats analysis on biodiversity (and their causes) in CMPAs, focusing in areas selected as pilot sites, and develop recommendations and activities aimed at solving the root problems of those threats.

· Develop the conservation goals for the full Project (at the species, habitats and bioregions levels). 

· Select biological indicators on the state of conservation for species, habitats and bioregions (these will be used to describe the baseline, and after that they will be part of the Monitoring and Evaluation Plan of the full Project). 

	Geographic Information Systems (GIS) for in marine conservation Expert 


	430
	4 

	· Perform maps using digital GIS on percentage of protected habitat for the five key species selected (includes updating digital maps of current CMPAs). 

· Prepare digital maps with preliminary borders of CMPAs to be expanded or created, so as to help in the assessment of costs of the full Project.

· Perform digital maps showing percentages of the different bioregions and of local habitats which are currently protected in CMPAs. Emphasis will be put in understanding ecological representativeness of CMPAs selected as pilot sites, and of other key CMPAs.

	Natural Resources Law Expert 

	430


	8 GEF


	· Perform a legal baseline analysis regarding CMPAs for the five coastal Provinces and the National Government, identifying strengths, gaps and overlappings for an effective protection (focusing in conservation, management and funding issues) and the potential to integrate efforts among different jurisdictions / authorities.  

· Prepare an institutional baseline analysis identifying strengths and weaknesses regarding the integration of conservation work among different jurisdictions. 

· Develop guidelines and actions for the FSP to enhancing governance of CMPAs, and to start discussions with representatives from the Provincial and Federal Governments.

· Develop indicators of the legal status and the institutional capacity for the protection of CMPAs (conservation, management and funding issues).

· Develop guidelines and actions to enhance legal aspects of CMPAs to enable the integrated management among the different jurisdictions.

	Public Finance Expert


	430
	12
	· Define the current funding status of the national (federal) and provincial CMPAs, including: 
(i) Quantification of total budgets spent in the last five years, and  assessment of projected investments related to management of CMPAs in each jurisdiction during the lifespan of the full Project; 

(ii) Identification of current funding sources for CMPAs in each jurisdiction, and estimation of percentage of total funding from each funding source; 

(iii) Description of current procedures used to raise, administer and spend the funds earmarked for management of CMPAs;

(iv)  Assessment on the financial sustainability of in each jurisdiction, using the tool “UNDP’s Financial Sustainability Scorecard”. 
(v) Assessment of funding gaps that need to be filled in order to attain the sustainability of CMPAs and 

(vi) Selection of indicators to assess the financial sustainability of CMPAs. 

	Natural Resources Economist


	560
	12
	· Analysis of public and private money income in coastal provinces of Argentina, coming from different sources related to the coast and the sea, especially from tourism, industrial fishing and hydrocarbon exploitation, so as to assess potential funding sources for CMPAs. This analysis should be based on Government’s records and estimations from the private sector as well. 

· Analysis of current implementation of entrance fees to visitors of the CMPAs, and of the mechanisms used to decide the prices. 

· Draft on guidelines and activities needed for maximizing the income through charging entrance fees to visitors of the CMPAs. 

· Perform consultations with key stakeholders from the tourism sector in order to make a first assessment of legal and economic feasibility of a new tourism tax at the provincial level.  

· Literature survey and summary of successful experiences at the global level of economic valuation of ecosystem services and payment from the fisheries sector in exchange of economic benefits attained thanks to the CMPAs. 

· Selection of a methodology aimed at economic valuation of ecosystem services of the CMPAs to fisheries and other productive sectors, focusing in the pilot areas. 

· Preliminary analysis of willingness to pay in exchange for economic benefits received thanks to the existence of CMPAs, especially from the fishing sector, and assessment of feasibility of payment through FONAPE (National Fund for Fisheries). Relevant activities on this issue will be drafted in order to include them in the full Project.
· Assessment of costs associated with restoration and mitigation of damages to coastal and marine biodiversity caused by the oil and gas industry, taking into account actual incidents in the recent past. 

· Consultation with key stakeholders from the oil and gas industry in order to assess the feasibility of establishing a contingency and conservation fund with their financial support. 

· Draft on guidelines and activities on the implementation of feasible funding mechanisms for the ISCMPA, and for monitoring and evaluation of results.

	Training and Environmental  Education Expert


	410.4
	12
	· Assess training needs to strengthen the capacity of the National and Provincial Governments for the effective management of CMPAs and to establish the future ISCMPA. This assessment will be based on consultations with the PPG consultant team and with relevant stakeholders.

· Design a training plan for CMPA management and the ISCMPA, in cooperation with the PPG team of consultants. Specifically, the plan will include modules and  activities on the following issues, among others:

(i) The costs and benefits of inter-jurisdictional systems of coastal-marine protected areas in the World: (aimed at high and mid-level governmental officers, including congressmen, from federal and provincial jurisdictions).

(ii) Adaptive management and monitoring of CMPAs (specially aimed at CMPAs managers, governmental officers, scientists and technical staff).  

(iii) Business plans and funding of CMPAs, for CMPAs managers, businessmen and officers from the federal and provincial Governments. 

(iv) Legal and administrative aspects of CMPAs and the ISCMPA, for officers from the federal and provincial Governments. 

(v) Tools for participation and access to public information regarding CMPAs (aimed at governmental officers, civil society organizations, social entrepreneurs and opinion leaders).

(vi) CMPAs as resources for formal and informal education, for education authorities, teachers, civil society, scientists and the private sector.

	Expert in Social Communication and Public Participation 

	430
	18.5
	· Analysis on needs, objectives, messages and appropriate media for communication strategies in the FSP with the relevant groups of stakeholders (in five Provinces and at the national level).

· Design an External Communications Program for the Project (aimed at the private sector, the different levels of government, urban public in coastal cities, civil society). The plan will encompass the recommendation of communication media that should be used to deliver messages to different stakeholder groups. 

· Design an Internal Communications Program for the Project, in order to promote the information exchange among the Project’s partners so as to enhance integration among them. This plan will be aimed at governmental agencies at the local, provincial and national levels; civil society organizations, UNDP, GEF and other donors. The plan will foresee developing some specific communication products, such as website, electronic newsletter, Intranet site, and publications in paper (brochures, reports).
· Perform and analysis of key stakeholders for the Project (people and organizations related to governance, conservation, management, use of coastal-marine resources, and funding of CMPAs and the ISCMPA). This should include a specific section identifying key actors for effective governance and management of the FSP implementation. The focus will be in establishing a multi-jurisdiction “Project board” with a pro-active attitude towards the success of the Project’s activities.

· Organize two consultations with representatives from the National and Provincial Governments, corporate and civil society sectors, build a first consensus on guidelines and activities needed to establish the ISCMPA (including issues such as governance, adaptive management, operations and funding of CMPAs).

· Provide advice to the Experts in Protected Area Management and other consultants of the PPG phase to organize effective consultation and participation activities.

	International

	International Expert in Monitoring and Evaluation 

	2000
	8

	· Prepare, jointly with the team of consultants of the PPG, the following documents:

· The problem analysis and the logical framework of the full Project; 

· The guidelines and activities for the implementation of feasible funding mechanisms for the ISCMPA, and for their monitoring and evaluation.

· Analyze and validate, jointly with the PPG consultant team, the indicators proposed to assess the baseline of the full Project and further monitor and evaluate the progress towards the goals. 

· Develop the Monitoring and Evaluation (M&E) plan for the full Project, following the guidelines and methodology from UNDP and GEF. 

· Perform the cost – effectiveness and incremental cost analyses of the full Project.

· Perform the final edition of the documents “PRODOC” and “CEO Endorsement Request” (jointly with the team of consultants of the PPG phase) taking into account the language and logics used by GEF. 


( Time devoted to the PPG phase of the project by the General Coordinator, one Procurement Expert (in charge of preparing the budget) and the Focal Points from the National Government and from five Provincial Governments will be funded totally with co-financing support. 
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