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part i:  project Information                                               
GEFSEC Project ID: 4280





gef agency Project ID: P122182
Country(ies): Guinea Bissau
Project Title: West Africa Regional Fisheries Program APL B1
GEF Agency(ies):  FORMDROPDOWN 
,  FORMDROPDOWN 
,  FORMDROPDOWN 

Other Executing partner(s): Secretariat of Fisheries, Guinea Bissau
GEF Focal Area(s):  FORMDROPDOWN 
International Waters 
GEF-4 Strategic program(s): SP1 
Name of parent program/umbrella project:  Strategic Partnership for a Sustainable Fisheries Investment Fund in the Large Marine Ecosystem of Sub-Saharan Africa
A. Project framework  
	Project Objective:  To strengthen the capacity of Guinea-Bissau to govern and manage targeted fisheries, reduce illegal fishing and increase local value added to fish products. 

	Project Components
	Indicate whether Investment, TA, or STA2
	Expected Outcomes
	Expected Outputs 
	GEF Financing1
	Co-Financing1
	Total ($)

c=a+ b

	
	
	
	
	($) a
	%
	($) b
	%
	

	1. Good Governance and Sustainable Management of the Fisheries
	TA, Investment
	- Country develops and enforces a national fisheries policy that define clear objectives for the use of the resources;

- Gvt develops and implements corresponding resource management plans;

- Clear processes are created for wide stakeholder consultations;

- A system of access rights to the resources is developed and implemented, such that overall levels of fishing effort are more environmentally sustainable and economically profitable, to allow targeted fisheries to achieve the fisheries targets set by the WSSD;

- Continued political dialogue on foreign fishing agreements between the countries as well as with third party states is supported, building on results from the Transboundary Diagnostic Analysis and Strategic Action Program supported by the Canary Current LME project and where relevant the Guinea Current LME project.

	Sustainable fisheries policy vision articulated in Guinea Bissau, with clear objectives and quantitative indicators and targets for the sector, as well as institutional arrangements and reforms needed for implementation;

- Definition of clear allowable catch limits for major fisheries, and sustainable levels of effort, building where appropriate on the models developed by the Canary Current LME Project and Guinea Current LME Project for the management of migratory fisheries;

- Registration and licensing of all fishing vessels in Guinea Bissau

- Institutional reforms in the  Fisheries Secretariat to enhance transparency
-Fisheries Management Plans prepared and adopted for targeted fisheries  
- Collection of information on the health and sustainability of the fisheries
- A biological and economic assessment of the health of targeted fish stocks is conducted- Revised licensing procedures to implement a process for more environmentally sustainable and economically profitable licensing of industrial fisheries
	1,800,000
	85
	300,000
	15
	2,100,000

	2. Reduction of Illegal Fishing
	Investment
	Monitoring, control and surveillance (MCS) system in Guinea Bissau is strengthened and adaptated to the regionally-coordinated approach;

- National MCS plan is effectively defined, implemented and upgraded

- Level of illegal fishing is reduced by 50% in Guinea Bissau

This component will contribute directly to the following Outcome Indicators of the Strategic Partnership for Fisheries in Africa:

- Percentage increase in the number of commercially targeted SSA marine fish stocks at levels that can support the maximum sustainable yield
	- Fisheries monitoring centers established;

- Surveillance infrastructure upgraded

- Regional satellite-based vessel monitoring system established as described in the CSRP Strategic Action Plan.
	0
	0
	4,700,000
	100
	4,700,000

	3. Increasing the Contribution of the Marine Fish Resources to the Local Economies 
	Investment, TA
	- Greater contribution and integration of the fisheries into the regional economy;

- Increased local value added from the fisheries in Guinea Bissau 

This component will contribute directly to the following Outcome Indicators of the Strategic Partnership for Fisheries in Africa:

- Number of SSA countries achieving poverty alleviation and vulnerability reduction in their coastal and fishing communities (according to relevant MDGs).
	- Identification and implementation of measures to increase the benefits from fish resources, by increasing the captured share of the value-added and by selling fishing rights to foreign fleets at their correct value, in agreement with national sector policy objectives and in a manner consistent with sustainable fisheries.
- A competent sanitary authority (with laboratories equipped by the Project) is accredited for certification of fisheries products exports to the EU 
	0
	0
	400,000
	100
	400,000

	4. Monitoring and Evaluation and Program Management
	Investment, TA
	Coordination among countries for management of the project and shared monitoring of progress towards achieving the intended results, which is exchanged annually with the Regional Advisory Committee (RAC) to the Strategic Partnership for Fisheries in Africa, chaired by the African Union and supported by FAO and WWF, and transmission of lessons learned via the IW: LEARN program (financed at 1 percent of the GEF Grant).  
	Preparation of an M&E framework, including a shared database to monitor the health of the fish stocks, legal and illegal fishing vessels, fishing effort, etc.; Financial Management.

The Strategic Partnership’s Regional Advisory Committee (RAC), currently supported by a MSP, will report annually on coordination of all projects supported by the Partnership, and will conduct periodic independent monitoring and evaluations of the project.

To transmit lessons learned , the project will establish a website with the IW:LEARN program, ensure(  stakeholder participation  in  regional IW:LEARN conferences , biennial IWCs and produce the IW Experience Notes.
	200,000
	22
	700,000
	78
	900,000
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	Total Project Costs
	A2,000,000
	
	B6,100,000
	
	8,100,000


           1    List the $ by project components.  The percentage is the share of GEF and Co-financing respectively of the total amount for the component.

        2   TA = Technical Assistance; STA = Scientific & Technical Analysis.
B.   Sources of confirmed Co-financing for the project 
	Name of Co-financier (source)
	Classification
	Type
	Project 
	%*

	World Bank
	 FORMDROPDOWN 

	Grant
	6,000,000
	98

	Government of Guinea-Bissau
	Government
	In-Kind
	100,000
	2

	
	
	
	
	

	Total Co-financing
	6,100,000
	100%


        * Percentage of each co-financier’s contribution at CEO endorsement to total co-financing.
C.   Financing Plan Summary For The Project ($)
	
	Project Preparation a
	Project

 b
	Total

c = a + b
	Agency Fee
	For comparison:

GEF and Co-financing at PIF

	GEF financing
	0
	A2,000,000
	2,000,000
	200,000
	2,000,000

	Co-financing 
	0
	B6,100,000
	6,100,000
	
	6,000,000

	Total
	0
	8,100,000
	8,100,000
	200,000
	8,000,000


D.  GEF Resources Requested by Agency(ies), Focal Area(s) and Country(ies)1
	    GEF Agency
	Focal Area
	Country Name/

Global
	(in $)

	
	
	
	 Project (a)
	Agency Fee ( b)2
	Total  c=a+b

	World Bank
	International Waters
	Guinea Bissau
	2,000,000
	200,000
	2,200,000

	 FORMDROPDOWN 

	 FORMDROPDOWN 

	     
	     
	     
	     

	 FORMDROPDOWN 

	 FORMDROPDOWN 

	     
	     
	     
	     

	Total GEF Resources
	2,000,000
	200,000
	2,200,000


      1  No need to provide information for this table if it is a single focal area, single country and single GEF Agency project.
        2    Relates to the project and any previous project preparation funding that have been provided and for which no Agency fee has been requested from Trustee.
E.  Consultants working for technical assistance components:
	Component
	Estimated person weeks
	GEF amount($)
	Co-financing ($)
	Project total ($)

	Local consultants*
	100
	0
	100,000
	100,000

	International consultants*
	208
	624,000
	1,000,000
	1,624,000

	Total
	308
	624,000
	1,100,000
	1,724,000


*  Details to be provided in Annex C.
** Includes time for some lumpsum fee (see Annex C).
f.   Project management Budget/cost 
	Cost Items
	Total Estimated person months
	GEF amount
($)
	Co-financing ($)
	Project total ($)

	Local consultants*
	180
	180,000
	0
	0

	International consultants*
	60
	0
	200,000
	200,000

	Office facilities, equipment, vehicles and communications*
	
	
	200,000
	200,000

	Travel*
	
	20,000
	0
	20,000

	Others**
	
	     
	     
	     

	Total
	
	200000
	400000****
	600000


        *  Details to be provided in Annex C.   ** For others, it has to clearly specify what type of expenses here in a footnote.
**** The PM costs financed by IDA in the table above excludes the M&E costs estimated at US$300,000.
G.  Does the project include a “non-grant” instrument? yes   FORMCHECKBOX 
   no  FORMCHECKBOX 

      (If non-grant instruments are used, provide in Annex E an indicative calendar of expected 
        reflows to your agency and to the GEF Trust Fund).   
H.  describe the budgeted m &E PLAN:  Currently, the sector monitoring system within the Fisheries Secretariat in Guinea-Bissau lacks the resources and coordination to adequately report on progress according to the Results Framework (see Annex 1 of Project Document). For this reason, Component 4 of the Program will support capacity building in monitoring and evaluation in PPO, through the support of the full time M&E expert in the Regional Coordination Unit (RCU). Furthermore, in addition to providing training and ongoing implementation support in the form of a full-time M&E specialist at the RCU, the Program will provide direct support to the country in the actual data collection and analysis. Through the establishment of a national node of the ‘dashboard’ of key fisheries statistics, linked to a regional node at the RCU, the Program will institutionalize the data collection and analysis needed to fill the key indicators of the dashboard. Through this activity, by the end of the Program, not only would the implementation of this Program be managed based on publicly available data on key sector indicators and statistics, but overall decision-making would be linked to this M&E as well. The ‘dashboard’ will serve as the final repository for all key performance indicators data, as well as other key statistics for the sector, and the information will be presented regularly to the national steering committees, as well as the Regional Steering Committee, and form the basis of an annual M&E report submitted to the World Bank by each country (using a standard format). The RCU will be responsible for monitoring and evaluation of the regional activities. The project will report annually using the GEF 4 IW Tracking Tool. The costs of M&E are included in Component 4 and its costs are estimated at US$ (GEF:  US$0; IDA:  US$300,000). Brief descriptions of activities and cost breakdown are shown below in Table 1.
Table 1: Monitoring and Evaluation Activities
	Description of Activities
	Budget (US$)

	 Consultant for training of researchers in statistics (fisheries data collection), database creation/use and stock assessments
	50,000

	Consultant to conduct stock assessments of the three main fisheries 
	80,000

	Research cruises for fish stock assessments
	50,000

	IT Platform for Dashboard
	20,000

	Design of Dashboard and training for dashboard operators
	40,000

	Support to M&E expert in Regional Coordination Unit
	60,000

	
	300,000


part ii:  project justification:  In addition to the following questions, please ensure that the project design incorporates key GEF operational principles, including sustainability of global environmental benefits, institutional continuity and replicability, keeping in mind that these principles will be monitored rigorously in the annual Project Implementation Review and other Review stages.
A. State the issue, how the project seeks to address it, and the expected global environmental benefits to be delivered:  The countries of West Africa, from Mauritania to Ghana, are endowed with some of the richest fishing grounds in the world. The marine fish stocks in the waters of West Africa, largely in the Canary Current Large Marine Ecosystem (CCLME), constitute a significant natural capital asset for these countries, which is transboundary in nature. However, this natural wealth is currently being depreciated due to the inability of countries to control the use of the marine fish stocks and prevent their overexploitation and depletion (mostly from illegal or ‘pirate’ vessels). Roughly 1.6 million tons of fish are legally captured in West African waters each year, with an estimated wholesale value of US$2.5 billion. However, this natural capital asset generates far lower returns for the region than would be expected because: (i) the size of the asset is dwindling due to the inability of countries to control the use of the marine fish resources and prevent their overexploitation and depletion, (ii) countries have insufficient capacity to manage the resources sustainably and make the asset grow over the long-term, in particular by protecting the ecosystems that support the fish resources, and (iii) the resources are largely taken in an offshore economy by foreign or industrial vessels who rarely land their fish catch in the region or participate in the local economy, so that the countries only capture a fraction of their value. The World Bank estimates that an additional US$300 million in annual income could be created in the countries of West Africa with better governance and management of the fisheries and the ecosystems that support them, as well as greater local investment. As such, the World Bank and GEF are financing a cohort of country investments (Mauritania, Senegal, The Gambia, Cape Verde, Guinea Bissau, Guinea, Sierra Leone, Liberia and Ghana), through the West Africa Regional Fisheries Program (WARFP), in order to help the region more sustainably generate economic benefits from the marine fish resources. The 9 countries targeted by the WARFP are part of the CCLME (with the exception of Sierra Leone, Liberia and Ghana, who share fishing fleets with the CCLME), one of the five targeted large marine ecosystems (LMEs) of the Strategic Partnership for Fisheries in Africa, which possesses ecosystems and habitats that support some of the most significant fish resources and fisheries in the world. 
The WARFP is providing financing to these 9 countries on a rolling basis, i.e. based on their readiness for implementation, in order to reduce illegal fishing, strengthen the countries' capacity to sustainably govern and manage their fisheries, and increase the profitability generated by fisheries and the proportion of that value captured by the countries. The WARFP has already begun in four countries (Cape Verde, Liberia, Senegal and Sierra Leone), with a total of US$45.0 million in financing from the World Bank in the form of IDA credits and grants, and US$10.0 million in financing from the GEF through the Strategic Partnership for Fisheries in Africa, which are fully blended in each country.  Now Guinea-Bissau is ready to participate in the Program, and financing of roughly US$6 million proposed for Guinea-Bissau. The targeted fisheries for this first phase include, among others: coastal demersal fish species (e.g. croakers, groupers, snappers, etc.), coastal shrimp and cephalopods (e.g. octopus and cuttlefish). The project has been structured in line with the original design of the APL and adapted specifically in the context of Guinea Bissau.
In the case of Guinea-Bissau, the total annual fish production from the country’s marine waters is estimated to be as much as 250,000 tons, although reliable data and assessments are scarce. A 2003 World Bank Economic and Sector Work (ESW) estimated that the gross value of this fish production is between US$60 to 90 million annually, although very little of this value is captured domestically.  Nonetheless, the sector contributes some 7 to 10 percent of GDP and as much as 40 percent of the Government’s annual budget (largely due to a foreign fishing agreement with the European Union that provides roughly EU 7 million per year to the Government in exchange for access to the fish resources for European vessels).  In the past, Guinea-Bissau has pursued a strategy of ‘renting’ out its fisheries resources to foreign users, in exchange for public revenues. However, this strategy, and the public revenues generated by the sector, is unlikely to remain viable under the status quo. The country has never put in place the basic sector governance and management measures needed to ensure that the resources are used sustainably, or that the revenues generated from fishing are sustainable. As a result, despite lack of any reliable data (since few fish catches from Guinea-Bissau’s waters are actually reported to the country), anecdotal evidence from fishing companies indicates that the fish catch per unit of fishing effort is declining, as the resources dwindle. The country has insufficient means to patrol its waters or enforce fishing regulations, and as a result widespread illegal fishing is also reported, essentially the theft of economic resources. On the basis of these challenges, the European Union reduced the value of its foreign fisheries agreement during the last negotiations (2007), and is unlikely to continue paying at the current rate after this agreement concludes in 2012.  However, Guinea-Bissau’s fisheries could provide fish catches with an annual gross value of production of some $191 million, yielding annual public revenues of almost $30 million. Generating such benefits from the fisheries in Guinea-Bissau would require: (a) a  fisheries administration structured according to its essential functions, present throughout the country, directed at the creation of a regulatory framework and business environment favorable to the development of industrial fisheries, of commercial artisanal fisheries and other complementary fishing activities; (b) a  fisheries management system where decisions are increasingly based on knowledge of the state of exploitation of fish resources and of the economic and social conditions of the fisheries; (c) a fish inspection service recognized as the competent authority for certifying produce exported; (d) infrastructure established and operating normally in Bissau, supporting the integration of the industrial and artisanal fleets into the national economy; and (e) some fishing companies installed or being installed in the country, not merely as a base for fishing operations, but also for processing and export of fishing produce, provision of maintenance and supplies services, etc., associated or not with nationals. 

The expected global environmental benefits of the project will be the protection of the globally significant fish habitats and fish stocks in the Canary Current Large Marine Ecosystem. The proposed  project would contribute to the improved governance and management of the resources and strengthened capacity of stakeholders to consider the values of sustainable fisheries. Please see Annex II of the Project Document for detailed component description. Additionally, by improving the value of the resources from in-land processing (and improved post-harvest handling of fish catch), the investment will develop the artisanal sector and create jobs from small-scale processing activities, thereby decreasing the pressure on the resource. Thus, better resource management and reduced poverty in West Africa will further strengthen sustainability in the CCLME.
B. Describe the consistency of the project with national and/or regional priorities/plans:  Improving the governance and management of the marine fish resources in the CCLME has become a priority in the sub-region’s countries, due to their recognition of the important contribution by these resources to economic growth, foreign exchange earnings, public revenues, employment and food security. They increasingly share the concern of ensuring the sustainability of the resources and generating greater returns from their use over the long-term and increase the portion of that value that is captured locally. The concept for the proposed project is strongly based on CountryAssistance Strategy and also well in line with the strategy of the New Partnership for African Development (NEPAD) for the Comprehensive Africa Agriculture Development Program (CAADP), which aims at a better integration of the fisheries in the continent’s economy, and on the principles of the FAO Code of Conduct for Responsible Fisheries. The countries recognize, at the highest political level, that due to the shared nature of the resources, they need to collaborate at the regional level in order to reach these objectives, and have clearly expressed their interest in such a multi –state cooperation approach through their participation and commitment to the Sub-Regional Fisheries Commission (Commission Sous-Régionale des Pêches - CSRP) and the implementation of its Strategic Action Plan (Plan d’Action Stratégique 2002-2010), which supports strengthening resource management and increased monitoring, control, and surveillance (MCS) activities to reduce illegal fishing. Although investments will be made at each country level, the proposed project would work closely with the CSRP, as the most appropriate structure to support the multi-country collaboration needed, as well as to ensure complementarity with other donor-supported initiatives in the sector. In addition, Liberia and Ghana have expressed an interest to collaborate with CSRP member countries, given that Ghanaian migrant fishermen are found throughout the region, and thus use the same fish resources. The CSRP has also requested the assistance of FAO to support the preparation of the project, together with the support they are currently providing the African Union in the coordination of the Strategic Partnership for Fishereis in Africa.  In Guinea-Bissau, in 2008 the World Bank supported the Government to develop a National Fisheries Strategy, which prioritizes strengthening governance of the resources.
Describe the consistency of the project with gef strategies and strategic programs:  The proposed  project is in line with the GEF international waters focal area, which addresses sustainable development challenges faced by states sharing transboundary surface, subsurface, and marine waters, including loss of critical habitats, over-harvesting of fisheries and subsequent negative impacts on livelihoods and poverty. The investments in the country, as part of the regional program, will foster multi-state cooperation on priority transboundary water concerns through more comprehensive, ecosystem-based approaches to fisheries resources management in the CCLME and will assist Guinea Bissau, along with other countries participating in the WARFP,  in carrying out regulatory and institutional reforms that are needed. More specifically, the proposed project will support the Strategic Objective 2, which aims at catalyzing transboundary actions that address issues such as overexploitation of fish stock and associated biodiversity, and are consistent with SP1 (Restoring and Sustaining Coastal and Marine Fish Stocks and Associated Biological Diversity) of the International Waters Focal Area, under the GEF-4. This proposal is in line with the Strategic Partnership for Fisheries in Africa, approved in November 2005, which aims to promote the sustainable management of fisheries resources in the LMEs of Sub-Saharan Africa in order to assist coastal countries to make concrete progress towards achieving the fisheries and poverty reduction targets set by the WSSD. Results and lessons learned will be shared via the IW:LEARN program (financed through Component 4 of the project, in an amount roughly equivalent to one percent of the GEF Grant) which includes participation of project and governmental representative staff to relevant regional IW:LEARN conferences as well as the biennial IWCs that will be hosted during the projects implementation and creation of a website following the IW:LEARN toolkit guidance and producing the IW Experience Notes.
C. justify the type of financing support provided with the gef resources. The GEF would provide truly incremental grant financing for improved fisheries governance, in line with standard full-sized projects and the principles of the Strategic Partnership Investment Fund. More specifically, the GEF funding will support activities reflecting a priority on transparent governance and the introduction of incentives for users to take a long-term interest in the health of the resources, as well as an increase in local value added. Funding will support investments to build capacity for more sustainable governance of the resources in Guinea-Bissau, through strengthened policies, registration of all fishing vessels, implementation of a ‘dashboard’ of key fisheries management statistics and the development of sustainable fisheries management plans. The GEF financing will focus on building capacity and, the use of GEF resources for related TA activities will create a policy and capacity backbone to the fisheries sector in Guinea-Bissau to ensure that the marine fish resources are used in a manner that is environmentally sustainable, socially fair and economically profitable, which would otherwise not be carried out. The project will also fund equipment needed to complement the capacity building exercises as well as for scientific analysis and monitoring.
D. Outline the Coordination with other related initiatives: At the regional level, there are ongoing projects that are supporting coastal and marine biodiversity conservation and/or sustainable fisheries, which cover some of the countries that are part of this project. A key ongoing operation on the ground is the regional MSP grant that has been recently approved under the Strategic Partnership, to strengthen regional coordination and ensure complementarity among country-level and regional projects, promote learning and information exchanges and ensure that the lessons from successes and failures are adequately disseminated. This MSP will strongly support the proposed project in Guinea Bissau, by providing expertise and technical skills to conduct evaluations, and transmit lessons learned, knowledge sharing, and results achieved to policy-makers throughout Africa.  More specifically, the MSP will support the Regional Advisory Committee of the Strategic Partnership, led by the African Union with the support of FAO and WWF, to conduct annual reporting on the coordination of this project with the LME projects, as well as those of other donors.

In the regional context, the UNEP/FAO GEF supported CCLME project has completed preparation, and is expected to complement the economic approach of this proposed project, contributing to the protection of marine ecosystems that support the fisheries of the region. The CCLME project will lead to the identification and improved understanding of key transboundary problems in the CCLME, and will contribute to provide the necessary policy and regulatory frameworks and institutional capacity in the countries to formally collaborate among themselves, and manage marine resources in a sustainable manner. The transboundary diagnostic and strategic action program, to be developed under the CCLME project, will complement efforts to strengthen the governance and sustainable management of the fisheries in Guinea-Bissau supported in component 1 of this proposal. Furthermore, the CCLME project will pilot several demonstration projects (including ecosystem-based management of shared small pelagic stocks, Reduction of impacts from shrimp trawling, and transboundary co-management of migratory coastal pelagics important to artisanal fishers) whose lessons learned will benefit the investments in Guinea Bissau.  The CCLME will be housed in the Sub-Regional Fisheries Commission (CSRP), and the CSRP will also lead  preparation of this project on behalf of Guinea Bissau, working to ensure coordination and complementarity with other countries in the region.

Similarly, the GEF supported “Combating living resources depletion and coastal area degradation in the Guinea Current LME project” implemented by UNDP (approved in November 2003) is addressing marine resources degradation through an ecosystem-based approach in Ghana, Guinea, Guinea-Bissau, Liberia, Sierra Leone, and other countries bordering the Guinea Current LME. This project is undertaking strategic planning for concrete actions to develop sustainable fisheries, restore habitats and improve water quality in the GCLME and will develop economic instruments and incentives to sustain the action program. The GCLME project will support transboudary stock assessments and fisheries management plans, build institutional capacity of participating countries, address marine transboundary pollution such as oil spills, and develop regional agreements and regional coordination mechanisms. 

Noteworthy is the fact that these projects have generally invested only at the regional level. The proposed investments in Guinea Bissau and respective IDA cofinancing have been planned at the national level but will promote the realization of a regional vision and objectives, in coherence with the efforts already underway and/or planned at both the national and regional levels. It would also support gaps in the work at the regional level that are not adequately funded. 

At  the national level, in  Guinea-Bissau the World Bank is implementing a Coastal and Marine Biodiversity Project, with GEF support, which is improving the protection of key habitats for coastal fisheries and providing limited funding for surveillance of the nearshore artisanal fisheries in order to help reduce illegal fishing in these areas. This gap related to illegal fishing will be covered through the proposed project which will both improve the overall policy and regulatory framework for sustainable fisheries at the country level and support efforts towards linkage to regional surveillance system.

Furthermore, since 2003 the World Bank has conducted analytical work on the marine fisheries in Guinea Bissau, which provides the necessary baseline information to prepare this project. 

Notably, the Sub-Regional Fisheries Commission (CSRP) which will support the project, already benefits from the support of several donors, including: (i) the European Union (Strengthening of regional cooperation for fishing activity’s MCS and support to fisheries management in West Africa), (ii) France (Support to fisheries and marine environment co-management initiatives), (iii) FAO (Regional support program to promote sustainable fisheries, and the protection and preservation of marine habitats), (iv) GTZ (Support to the management of fish resources in West Africa), (v) and The Netherlands (Regional policies for a sustainable small pelagic fishery in North-West Africa). This is likely to provide good opportunities for collaboration and coordination amongst all donors. 

E. Discuss the value-added of GEF involvement in the project demonstrated through incremental reasoning :    Marine fisheries resources in the CCLME and GCLME are being over-exploited, a phenomenon which reinforces cycles of coastal poverty for millions of rural fishing communities. Governments in the countries bordering these LMEs still do not have the financial resources or capacity to take control of their resources and to prevent overexploitation by regulating access to these resources and protecting the critical habitats that support them. The absence of GEF intervention would impede the necessary collaboration among countries and capacity strengthening to engage in institutional reforms, policy and regulatory development and monitoring and surveillance, and to address the threats to fish stocks, tackle the transboundary issue of illegal fishing, and improve natural resources governance in the CCLME and GCLME. The government of Guinea-Bissau would be less likely to allocate the resources to engage in developing ecosystem-based and sustainable fisheries, and bring together the necessary resources at the country level to aim at achieving the regional objectives and to protect globally important fish populations and supporting coastal and marine ecosystems. In summary, without GEF involvement the project might go forward with World Bank funding to accomplish the objectives and particularly to increase the contribution of the resources to local value added in the region, but without the needed interventions to protect the critical habitats and ecosystem services needed to support the fish stocks. The availability of GEF support to this effort through the Strategic Partnership for Fisheries in Africa was in fact a catalyst to encourage the World Bank to commit the additional US$6 million in IDA funds needed to finance the project. Please see Annex 8 of the Project Document for the detailed incremental cost analysis.
F. Indicate risks, including climate change risks, that might prevent the project objective(s) from being achieved and outline risk management measures:  (i) The implementation of the required governance and management reforms for the use of the marine fish resources could be challenged by certain beneficiaries of the status quo, who would view these reforms as a threat to their activities (for example reforms to limit access to the fisheries and reduce fishing effort), as well as by corruption (particularly in efforts to reduce illegal fishing activities).  This risk would be reduced by: (a) implementing learning tools such as pilot and demonstration projects for proposed reforms, (b) utilization of triggers for the agreed reforms required to proceed to the second phase of financing under the project, and (c) the participation of stakeholders in the decision-making process and transparency in governance and management (for example publication of policies, plans, lists of fishing licenses and license receipts). (ii) Similarly, weaknesses in the investment climate and banking in Guinea-Bissau could impact the ability of the project to support the needed investments to increase the proportion of the value added generated by the marine fish resources that is captured locally. This risk would be reduced through an integration of the project’s objectives and activities into the ongoing macro-economic dialogue of the World Bank in the countries, and through collaboration with the International Finance Corporation (IFC).  (iii) The countries to a large extent also depend on upwelling currents of cooler waters to drive the productivity of the fisheries, so there is a risk that climatic changes could impact such productivity and eventually fish yields.  Given the dearth of current information available, the proposed project’s emphasis on heavy monitoring and evaluation of the fisheries and adaptive management is the most feasible mitigation measure until more is known, as well as partnering with other organizations or initiatives tracking the health of the ecosystem, such as the Canary Current Large Marine Ecosystem Project. A comprehensive risk analysis is provided in the Project document ( Annex 4) and in the Memo as an additional annex. 
G. explain how cost-effectiveness is reflected in the project design:  The selected project design follows a qualitative cost-effective approach to justify the best use of the GEF fund for achieving the described global environmental benefits in the fisheries sector at the regional level. It follows a similar rationale as that of the first APL of the WARFP. Harmonizing the design, preparation and implementation is a more effective way to tackle transfrontier issues such as illegal fishing. By working together to share information in preparation and implementation, on issues such as policies for regulating fishing fleets with excess capacity, addressing illegal fishing and tracking illegal vessels, and introducing common marketing schemes, the countries will greatly reduce the costs of sustainable fisheries management in the CCLME and GCLME and leverage much greater benefits for the investment. Thus, GEF funding will be used to support Guinea Bissau to engage in necessary reforms and activities to protect their fish stocks while adopting a regional vision of sustainable fisheries. World Bank co-financing has been secured through regional and country-level IDA funds, which will be disbursed through a Credit Agreement, to which the GEF investments would be blended. The WARFP’s IDA and GEF investments to neighboring countries with shared concerns and objectives is termed a regional integration project by the World Bank, but is in fact a series of multi-country investments, i.e. a cohort of country-level investments.  Grouping such investments together allows each to capture economies of scale to both reduce transaction costs, and enhance results and spill-over benefits.
part iii:  institutional coordination and support
A.  Institutional arrangement:  Please Refer to Annex 3 of the project document for detailed description of the institutional arrangements.
B.  Project Implementation Arrangement:   Implementation will be ensured through the establishment of a Policy and Planning Office (PPO) located within the Fisheries Secretariat, staffed by external and local project management specialists working to support and train Government counterparts designated as responsible for implementing each of the project components. The PPO will be located within the Fisheries Secretariat and composed of: (i) a Project Coordinator, (ii) an Accountant, (iii) a Procurement Specialist, and (iv) an Administrative Assistant, who will perform auxiliary work for the accountant and eventually second the procurement specialist. A significant amount of time and effort will be invested by the PPO in training and support to the wider Secretariat as part of its terms of reference. In the medium term, through Component 1 of the project the PPO will support a review of the institutional arrangements needed to implement the National Strategic Plan and its medium-term goals, with a definition of the statutes and organigram of all the fisheries public administrations such as the Fisheries Secretariat, including revised staff regulations and a human resource development plan (including job descriptions for needed positions in the department, career paths, a feasible incentive framework, etc.).
The PPO will report to the Director of Fisheries, and will report every six months to a multi-stakeholder National Steering Committee. The National Steering Committee chaired by the Director of Fisheries, with representatives from other relevant Ministries, Agencies and Associations.
At the regional level, the project will be coordinated by a Regional Coordination Unit (RCU), housed at the CSRP in Dakar and composed of a Regional Coordinator, a Monitoring and Evaluation Specialist, and fiduciary management specialists. The RCU reports to a Regional Steering Committee of the Fisheries Directors from each of the participating countries. As Guinea-Bissau joins the WARFP through this project, it would join the Regional Steering Committee at that time. The role of the RCU will be to: (i) support the harmonization of fisheries policy within the region (including convening regional technical committees of national experts to periodically review recurring policy issues); (ii) conduct monitoring and evaluation of Program investments and share information and results throughout the region; (iii) implement ongoing communication activities to raise awareness about the Program and implementation progress; and (iv) provide implementation support to each of the countries, including the coordination of regional procurement. The role of the Regional Steering Committee will be to oversee the activities of the RCU and to further coordination and communication between decision-makers in the countries. The RCU will provide constant implementation support to the PPO and Fisheries Secretariat, both in terms of fiduciary management as well as technical assistance and training in monitoring and evaluation.
part iv:  explain the alignment of project design with the original PIF:  
Overall there have been no major changes to the project design, scope or financing which will impact the outcomes and outputs of the project. The adjustments made to the project since PIF approval are for reasons of processing the projects and are highlighted below:

The PIF [including both Ghana (3.55m) and Guinea Bissau (2 m)] under the West Africa Regional Fisheries Program APL B1 was approved in August 2010.  The team has been preparing the projects for both countries. Both investments are still planned for delivery in FY11 and are on track.

Following further internal discussions with senior management and the Country Director and for processing purposes, it has been decided to map the Ghana investment to the country CMU as a five year SIL entitled 'The West Africa Regional Fisheries Program in Ghana'.  This decision was made based on the fact that most of the activities in Ghana were considered to have primarily national benefits and therefore would not qualify for matching regional IDA and would therefore only use national IDA allocation (in the same amount as envisaged  in the PIF).  Ghana will remain part of the West Africa Regional Fisheries Program and this national investment will be strongly coordinated with the regional program as earlier planned.  Guinea Bissau will remain as the participating country in WARFP APL B1, mapped to the regional unit in order to avail the regional IDA.   No changes are made to the design of the investments or the financing plan as a result, but rather just to the unit within the Bank to which each will be mapped. Both are being prepared in close collaboration. This implies that a separate PAD and ISDS will be prepared for each country rather than a common one. Thus, going forward, the investments will be processed as two separate investments and will be submitted to GEF in close tandem as they get finalized, though activities will be coordinated as envisaged earlier.

· West Africa Regional Fisheries Program APL B1 (P122182) in  Guinea-Bissau
· West Africa Regional Fisheries Program in Ghana SIL (P124812)

Given the separation of the investments in the two countries, the IDA cofinancing has also been respectively split in line with what was planned at the PIF stage. Given the country context of Guinea Bissau IDA cofinancing cannot match the 1:10 ratio. But for Ghana a much higher cofinancing is expected from the national IDA allocation (to the tune of 50 m). Therefore, it should be noted that the overall package for the West Africa Regional Fisheries Program meets the 1: 10 ratio.

part v:  Agency(ies) certification
	This request has been prepared in accordance with GEF policies and procedures and meets the GEF criteria for CEO Endorsement.


	Agency Coordinator, Agency name
	Signature
	Date 


(Month, day, year)

	Project Contact Person
	Telephone
	Email Address

	Karin Shepardson

GEF Agency Executive Coordinator
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	1/24/2010
	Paola Agostini

Regional Coordinator

Africa Region

	(202) 473 7620  
	pagostini@worldbank.org


Annex A: Project Results Framework

WEST AFRICA:  West Africa Regional Fisheries Program APL B1   
	Project Development Objective (PDO): To strengthen the Guinea-Bissau’s capacity to govern and manage targeted fisheries, reduce illegal fishing and increase local value added to fish products. 

	PDO Level Results Indicators*
	Core
	Unit of Measure
	Baseline
	Cumulative Target Values**
	Frequency
	Data Source/

Methodology
	Responsibility for Data Collection
	Description (indicator definition etc.)

	
	
	
	
	MTR
	YR5
	
	
	
	

	Indicator One:
Two overexploited fisheries showing signs of recovery, as measured by an increase in total catch per unit of fishing capacity

	 FORMCHECKBOX 

	Number of tons of fish caught per fishing vessel per year
	-  Coastal demersal fish = 270 tons

-  Coastal shrimp = 348 tons

-  Cephalopods = 492 tons
	-  Coastal demersal fish = 283 tons

-  Coastal shrimp = 366 tons

-  Cephalopods = 517 tons
	-  Coastal demersal fish = 310 tons

-  Coastal shrimp = 401 tons

-  Cephalopods = 566 tons
	Annual 


	Fish landings data
	Fisheries Secretariat

	Measures total landings of fish caught in Guinea-Bissau’s waters

	Indicator Two:
Increase in annual net economic benefits from targeted fisheries
	 FORMCHECKBOX 

	Percentage

increase from the baseline value
	US$16.45 M


	0

	5

	Annual
	Fish catch and first sale revenue data
	Fisheries Secretariat
	Economic model, based on fish landings, price, effort

	Indicator Three:

Increase in the average household wealth status for fishing households in targeted communities (including comparisons to non-target community households)
	
	Percentage
	N/A in Guinea-Bissau
	N/A in Guinea-Bissau
	N/A in Guinea-Bissau
	Bi-Annual
	Social surveys
	Fisheries Secretariat
	Household surveys conducted to develop Citizen Report Cards

	INTERMEDIATE RESULTS

	Intermediate Result (Component One):  

Clear principles and policies are established to increase the wealth from the fisheries through strengthened rights and equitable allocation of these rights, which balances economic efficiency and social benefits. 

	Intermediate Result indicator One:
Fisheries Management Plans prepared and adopted for targeted fisheries  
	 FORMCHECKBOX 

	Yes/No
	No
	Yes
	Yes
	Annual 

	M&E Reports
	PPO, Fisheries Secretariat

	

	Intermediate Result indicator Two:

A biological and economic assessment of the health of targeted fish stocks is conducted
	
	Yes/No
	No
	Yes
	Yes
	Bi-annual
	Research cruises, and/or fish catch and effort monitoring
	Fisheries Secretariat
	

	Intermediate Result indicator Three:

An electronic ‘dashboard’ of key environmental, social and economic fisheries statistics established at the Fisheries Secretariat
	
	Yes/No
	No
	Yes
	Yes
	Bi-annual
	M&E Reports
	Fisheries Secretariat
	Dashboard will be linked to regional database housed at the CSRP

	Intermediate Result (Component Two):  Illegal fishing is reduced and compliance with fisheries governance framework is increased.
	

	Intermediate Result indicator One:
Fishing vessels observed by aerial/surface patrol or by radar and satellite monitoring, that are committing a serious infraction 
	 FORMCHECKBOX 

	Percentage of vessels observed, that are found to be committing a serious infraction
	Small-scale = 20%

Industrial = 25%
	Small-scale = 15%

Industrial = 17.5%
	Small-scale = 10%

Industrial = 10%
	Monthly reports from FISCAP
	Surveillance patrol logbooks and reports from Vessel Monitoring System, summarized in project M&E Reports
	Fisheries Secretariat
	% of total number of vessels boarded during routine surveillance patrols, that are found to be committing a serious infraction 

serious infraction = any fishing infraction punishable by arrest according to current legislation, e.g. fishing w/o a license

	Intermediate Result indicator Two:
Total patrol days at sea per month in targeted fisheries
	 FORMCHECKBOX 

	Number
	15 days
	18 days
	22 days
	Annual
	M&E Reports based on patrol vessel log books
	Fisheries Secretariat
	Number of total patrol days/year

	Intermediate Result indicator Three:

A fisheries monitoring center is equipped and functional 
	
	Yes/No
	No
	Yes
	Yes
	Annual 
	M&E Reports
	Fisheries Secretariat
	Center should be staffed 24 hours per day, with electricity and communication access to bases and vessels

	Intermediate Result (Component Three): An enabling environment established to help increase the value added locally to fish landed in Guinea-Bissau

	Intermediate Result indicator One:

A competent sanitary authority (with laboratories equipped by the Project) is accredited for certification of fisheries products exports to the EU (Yes/No)
	
	Yes/No
	No
	No
	Yes
	Annual
	M&E Reports

	Fisheries Secretariat

	

	Intermediate Result (Component Four): Project is implemented according to monitoring and evaluation of results, in complement with other countries participating in the WARFP

	Regional database and ‘dashboard’ of key environmental, economic and social fisheries statistics established at the CSRP
	
	Yes/No
	No
	Yes
	Yes
	Annual
	M&E Reports
	Regional Coordination Unit, CSRP
	


Annex B: Responses to Project Reviews (from GEF Secretariat and GEF Agencies, and Responses to Comments from Council at work program inclusion and the Convention Secretariat and STAP at PIF)

A. Comments in GEFSEC Review sheet (August 13, 2010)

Comment 1.  Please improve the rationale on Global Environment Benefits, and the role of the GEF grant to protect critical habitats and ecosystem services. The information is partially acceptable, but needs to be revised. On one hand, yes the GEF appears as a catalyst to scale up WB efforts on fisheries. On the other hand, it is mentioned that "without the GEF, the project might go forward with WB funding, but without the needed interventions to protect the critical habitats and ecosystem services needed to support the fish stocks". However, the GEF grant is used for the component 1 on governance (including the legal aspects), but we are not sure to figure out what and where are these interventions to protect critical habitats and ecosystem services. Thanks to clarify. 

· Please see Section II.A above.  The GEF is a catalyst for the World Bank to invest in assets to strengthen surveillance and compliance with laws governing the use of the fisheries, as well as to encourage more local processing and benefits from the fisheries.  However, it is the GEF funds that provide the support for the development and implementation of an overall governance and management framework for more sustainable use of the key fish stocks in Guinea-Bissau’s waters, including the critical coastal habitats (e.g. the Bijagos Archipelago) that support them.  GEF funding will support the development of new policies, laws, regulations, licensing procedures and overall resource management in the country, towards more sustainable fisheries, that protect and account for the underlying ecosystems upon which they depend.  The World Bank funds will build capacity to enforce this legal framework, and to ensure local economic benefits from it.
Comment 2.   At CEO endorsement, please also clarify the arrangements with other projects addressing complementary issues (Canary Current, Gulf of Guinea). 

· The investment in Guinea-Bissau is supported by a Regional Coordination Unit, housed at the Sub-Regional Fisheries Commission (CSRP) in Dakar.  The implementation unit for the Canary Current Large Marine Ecosystem Program (CCLME) is also housed at the CSRP, and works in collaboration with the West Africa Regional Fisheries Program.  Thus, the CCLME will help provide the research and information on the key ecosystem processes and natural habitats in Guinea-Bissau, that the West Africa Regional Fisheries Program can then turn into concrete governance reforms and new regulations/management plans.  The CSRP has the mandate to ensure this coordination and collaboration takes place.

Comment 3.  Please explain the cost effectiveness to build national capacities, and explain the sustainability of the whole approach. 

· Please see Section II.H.  The investment in Guinea-Bissau will be part of the larger West Africa Regional Fisheries Program, facilitating collaboration between countries and allowing for economies of scale where possible, enhancing cost-effectiveness.  The West Africa Regional Fisheries Program is envisaged as a two-phased investment in each country over a total of ten years, to provide sufficient time to build governance capacity and reforms that will be sustainable.

Comment 4.  The project takes into account a certain number of risks, and mitigation measures are proposed. This section will need to be developed more comprehensively at CEO endorsement. 
· Please see the Operational Risk Assessment Framework (ORAF), Annex 4

Comment 5.  Please show that the GEF is incremental and will finance supplemental activities. These aspects are somehow difficult to capture when the GEF grant is used for a single component in a 4 component project. 

· Please see the Incremental Cost Analysis (ICA), Annex 8. GEF resources in the amount of 200,000 will also be used for PM activities.
Comment 6.  Please confirm the cofinancing. 
· The co-financing is $6 million IDA and in-kind contribution of US0.1 million from GoGB.

Comment 7. Please provide a Monitoring and Evaluation Plan.

· Please see the Results Framework, Annex 1, as well as the M&E discussion in Annex 3, Implementation Arrangements.
B. Comments in GEFSEC Review sheet (August 13, 2010)

Comment - The Annex 4 (ORAF) is very detailed in the PAD. No need to copy the document in the CEO endorsement. Just mention in the CEO endorsement (section F) that a comprehensive risk analysis is provided in the PAD, addressing the request made at PIF level.
Response: The clarification has been made in the text and the ORAF is also included in the Memo to avoid any further confusion..

Comment -The point is taken that one percent will be sent to IW: learn. Please, make the sentence consistent in the project framework (remove "roughly, and mention "exactly").

Response: Corrected.

Comment -Please remove the line 8 you added in the table on project management costs (CEO memo, p.4). 

Response: Corrected.

Comment -The detailed and budgeted M&E plan is much appreciated and clarifies the use of GEF resources and cofinancing in the component 4. However, in the line 4, please remove the mention of "coordination". 

Response: Corrected.

Comment -We understand that the GEF will be used for office facilities. The reasoning on "incremental needs" used is not very robust. Please, revise, and if not, decrease the GEF part.

Response: The PM costs have been modified where GEF resources are being no longer used for office facilities but primarily for local consultancies.
Annex c: consultants to be hired for the project using gef resources
	Position Titles
	$/

person month*
	Estimated person months**
	Tasks to be performed

	For Project Management
	
	
	

	Local

	National program Coordinator
	1200
	60
	Overall program coordination

	Accountant
	900
	60
	 Provides administrative support for accounting records and review.

	Procurement advisor
	900
	60
	Provides administrative support for project related procurement.

	International

	     
	0
	     
	     

	     
	     
	     
	     

	     
	     
	     
	     

	Justification for Travel, if any:  The GEF will finance $20,000 in travel costs over a period of five years, for the project management team of the PPO to travel to regional meetings with the partners in the West Africa Regional Fisheries Program.  This would include an annual trip for three people with an estimated total cost of approximately $1,333 per person, for a total cost of $4,000 per year.

	For Technical Assistance
	
	
	

	Local
	
	
	

	
	0
	
	

	
	
	
	

	International
	
	
	

	Institutional Specialist
	3000
	28
	Review of institutional arrangements needed for implementation of National Strategic Plan and its medium term goals

	Fisheries Management Specialist
	3000
	16
	Assist with preparation of annual fisheries management plans for the coastal shrimp, cephalopod, demersal fish and pelagic fish species

	Legal Specialist
	3000
	16
	Review aspects of future fisheries law and integration and coordination with other national efforts

	Policy/Regulatory Specialist
	3000
	12
	Study on policy and regulatory frameworks needed to create an environment which would encourage national investment against secured access rights

	International development/finance Specialist
	3000
	40
	Technical assistance to government for the coordination of development aid and international agreements supporting the fisheries sector

	Stock assessment consultant
	3000
	32
	Conduct stock assessments of the main three fisheries (coastal shrimp, cephalopods, demersal fish)

	Statistical sampling system
	3000
	24
	Building a statistical sampling system for the artisanal fisheries

	Climate Change Specialist
	3000
	8
	Study of climate change impacts on the main fish stocks and dependent coastal communities

	Ecosystem Specialist
	3000
	20
	Study on the status of the ecosystem in the coastal areas covering physical, chemical and biological aspects

	Bioeconomical model analysis
	3000
	12
	Bioeconomical model analysis for the coastal shrimp, cephalopod and demersal fisheries and testing different management measures to determine which would sustainably maximize the benefits in the fishery

	Justification for Travel, if any: 


*  Provide dollar rate per person week.    **  Total person weeks  needed to carry out the tasks.
Annex d:  status of implementation of project preparation activities and the use of funds

A. explain if the ppg objective has been achieved through the ppg activities undertaken.  Non- Applicable
B. describe findings that might affect the project design or any concerns on project implementation, if any:       
C. provide detailed funding amount of the ppg activities and their implementation status in the table below:
	Project Preparation Activities Approved
	Implementation Status
	GEF Amount ($)
	Co-financing
($)

	
	
	Amount Approved
	Amount Spent Todate
	Amount Committed
	Uncommitted Amount*
	

	     
	 FORMDROPDOWN 

	     
	     
	     
	     
	     

	     
	 FORMDROPDOWN 

	     
	     
	     
	     
	     

	     
	 FORMDROPDOWN 

	     
	     
	     
	     
	     

	     
	 FORMDROPDOWN 

	     
	     
	     
	     
	     

	     
	 FORMDROPDOWN 

	     
	     
	     
	     
	     

	     
	 FORMDROPDOWN 

	     
	     
	     
	     
	     

	     
	 FORMDROPDOWN 

	     
	     
	     
	     
	     

	     
	 FORMDROPDOWN 

	     
	     
	     
	     
	     

	Total
	
	     
	     
	     
	     
	     


*  Any uncommitted amounts should be returned to the GEF Trust Fund.  This is not a physical transfer of money, but achieved  through reporting and netting out from disbursement request to Trustee.  Please indicate expected date of refund transaction to Trustee.     
annex e:  calendar  of expected reflows 
Provide a calendar of expected reflows to the GEF Trust Fund or to your Agency (and/or revolving fund that will be set up)
Non- Applicable

Additional Annex : Operational Risk Assessment Framework (ORAF)

	Project Development Objective(s)
To strengthen the Guinea-Bissau’s capacity to govern and manage targeted fisheries, reduce illegal fishing and increase local value added to fish products
PDO Level Results Indicators:

1.  Overexploited fisheries show signs of a recovery, as measured by an increase in total landings per unit of fishing capacity (e.g. number of fishing vessels)
2.  Increase in annual net economic benefits to Guinea Bissau from targeted fisheries
 


	Risk Category
	Risk Rating
	Risk Rating Explanation
	Risk Description
	Proposed Mitigation Measure
	Timing for Mitigation

	1. Project Stakeholder Risks
	
	
	
	
	Prep
	Impl.

	1.1 Stakeholder Risks


	High
	There is a significant risk that stakeholders benefiting from the status quo of illegal fishing in the countries will carry strong influence with the Borrower, and the success of investments to reduce illegal fishing and therefore strengthen sustainability of the fisheries depends on the willingness of the Borrower to prosecute illegal fishing activities.
	The success of investments to reduce illegal fishing and therefore strengthened sustainability of the fisheries depends on the willingness of the Borrower to prosecute illegal fishing activities.
	The Program provides for transparent publication of information on infractions and prosecutions, to encourage public monitoring, as well as monitoring by multi-stakeholder national steering committees. The Program also supports communications and involvement by journalists and NGOs, to help ensure that a multiple number of stakeholders monitor these activities. This risk is most prevalent early in implementation, so the Program will need to ensure transparency and multi-stakeholder involvement from an early stage.
	X
	X

	2. Operating Environment Risks
	
	
	
	
	
	

	2.1 Country Risk
	High
	Guinea-Bissau is highly vulnerable to exogenous shocks, including climate shocks and commodity price volatility (notably food and oil price increases). The country is facing significant challenges in maintaining macro-economic stability. In particular, the difficult fiscal situation, with a large external debt overhang and internal arrears, pose challenges to the financing of the PRSP and increase the country’s vulnerability to external shocks. 
Guinea-Bissau’s external public debt and external debt indicators improved considerably due to the full delivery of HIPC assistance, additional bilateral assistance beyond HIPC, topping-up assistance, and MDRI assistance approved in December 2010. However, Guinea-Bissau continues to face a moderate risk of debt distress.  
Remaining further challenges include i.e. the implementation of the government’s cash flow management plan - which might impact on the government’s ability to provide for counterpart funds, and pay public servants salaries in time, including those of public servants involved in project implementation -  with respective negative consequences on Bank operations in the country, including frequent announcements of disbursement suspensions.
	Macro-economic framework
	The government is firmly committed to continued debt sustainability. In this regard, following achievement of the HIPC Completion Point, the authorities are determined to rely on grants and nonconcessional borrowing to meet its financing needs for the foreseeable future.

The authorities are also aware that lasting debt sustainability will also depend on strengthening debt management capacity, making progress on structural reforms, diversifying the export base, and mobilizing domestic revenue in order to reduce reliance on external financing.

The government of Guinea-Bissau will continue implementing a program of fiscal and economic stabilization supported by the IMF Extended Credit Facility, including benchmarks related to strengthened budget planning and execution, increase revenue collection, and improved business environment. 

An envisaged third IDA Econo​mic Governance Reform Grant (to be delivered in May 2011) will focus on public financial management (specifically, the development and operation of a modern legal and organizational framework for PFM that is consistent with WAEMU standards) and private sector development (specifically, the improvement of business climate) - thereby linking to the focal areas of the preceding two budget support grants approved in 2010 and 2009.
	
	

	
	Medium-I
	The low degree of pro-activity from part of the government with respect to compliance with basic requirements for smooth portfolio management poses a risk to project management and achievement of envisaged results. The government shows limited leadership for and adherence to reform programs in the face of fiscal difficulties, political instability and constant fluctuation on both senior government and administration level. The tight fiscal situation makes it challenging to meet debt service requirements on a regular basis, in consequence, suspensions have been announced frequently
	Country Engagement With World Bank
	Combined missions from Washington and Dakar ensure close supervision of projects. Strong efforts taken from Bank-side to mobilize additional resources through trust funds; also, Bank has been heavily engaged to mobilize additional donor funding. Further, efforts are taken to constantly improve the strategic communication with counterparts in the country, including the MoF and line ministries in charge of projects, but also key non-governmental stakeholders and other donors.
	
	

	
	Medium-I
	For Guinea-Bissau as a whole, risks of poor governance in implementation is high and anti-corruption instruments are in their infancy. Weak national institutions and increased drug trafficking jeopardize rule of law and security. Lack of decentralization framework, and weak institutions, capacity and governance are risks to project impacts on local level. In particular, the lack of trained civil servants makes project implementation in Guinea-Bissau risky.
	Country Governance
	The Bank ensures adequate financing and technical assistance to stabilize and strengthen key public institutions critical to rule of law and basic services. Operations funded in Guinea-Bissau contain well defined targeted activities, and will utilize already existing implementation mechanisms that contain financial management and procurement frameworks which have been tested and are under constant monitoring. The 2009 ISN introduced capacity development as a cross-cutting task for every project intervention, and with specific activities to improve governance on the country-level.
	
	

	
	
	Weak institutions and difficult economic conditions contribute to an environment that is highly susceptible to corruption and political interference.
	Systemic Corruption
	Project implementation units have been responsible for fiduciary management in most investments, with strong capacity building and support from the World Bank office in Dakar.
	
	

	
	Medium-I
	The country remains instable and it is not yet self-evident that power struggles are fought out in a non-violent way, like in the National Assembly, the courtrooms, the media, etc. - a situation which was confirmed by the events of April 1, 2010, when the Prime Minster was temporarily arrested and intimidated by army mutineers, and the Army Chief of Staff arrested and detained in army custody until his release in late December 20101 upon strong international pressure.  The political situation is still tense.
	Political Risks
	Intensive strategic communication including systematic stakeholder and political economy analysis is the best mitigation measure, so that external actors can take in such a situation. The World Bank will increase efforts in this respect, but the residual risk remains substantial.  The World Bank will also work closely with other development partners to try to mitigate these risks. In particular in this project, the Regional Coordination Unit will provide intensive support to the Fisheries Secretariat, and in the event of political instability, could help to continue to support implementation of basic activities from Dakar.  The subsidiary agreement signed between the Government of Guinea-Bissau and the Sub-Regional Fisheries Commission (hosting the Regional Coordination Unit), will be structured to allow this possibility.
	
	

	
	High
	The country is a transit hub for drug shipments from Latin America to Europe.  Drug shipments often arrive to the Bijagos Archipelago, where they are re-packaged for transit to Europe via fishing vessels.  Thus, efforts to enforce fisheries laws may be complicated by the presence of this traffic, and fisheries surveillance patrols may encounter fishing vessels that are in fact trafficking drug shipments.
	Drug Trafficking
	Fisheries surveillance patrols financed by the project will not conduct counter-narcotics activities.  Upon discovery of such operations, any project-financed fisheries surveillance patrols will immediately notify other authorities by radio, and leave the scene.  The project will also coordinate with the UN to help ensure that to all extent possible, fisheries surveillance patrols avoid this risk.
	
	

	2.2 Institutional Risk (sector & multi-sector Level)
	Medium-I
	Policies are weak as a basis for investment towards the program’s objective.
	Lack of clear policy in the sector constrains investments towards objective.
	Policy development/revision is designed into component 1 as one of the first activities, where adequate policies are not in place.  Similarly, the Sub-Regional Fisheries Commission will support countries to implement the shared regional strategy for fisheries.  In Guinea-Bissau, a draft policy framework is in place through World Bank support, and needs only to be adopted.
	
	

	3. Implementing Agency Risks (including FM & PR Risks)
	
	
	
	
	
	

	3.1 Capacity

	High
	The Fisheries Secretariat is understaffed and under-resourced, as the sector has not received significant investment from the Borrower or donors in some time.
	Weak capacity of implementing agency is a high risk.
	The project is designed based on integrating technical assistance into the implementing agency, as well as training budgets. Furthermore, the RCU will provide ongoing capacity building from Dakar.  Over the medium term, the project will support an institutional review to implement new human resource policies and incentives and identify clear revenue streams to strengthen the capacity of the Fisheries Secretaria.  
	X
	X

	3.2 Governance

	Medium -I
	Governance of the sector is extremely weak, as license provisions are often ignored by users or not enforced.
	Good governance and enforcement of the sector is central to achieving the PDO.
	The project is designed with a component focused specifically on strengthening governance, and on building capacity in the implementing agency.  There will be high levels of investment to address this risk. This risk is explicitly addressed in project design.
	X
	X

	3.3 Fraud and Corruption
	
	As with other public institutions in Guinea Bissau, there is risk of corruption within the Implementing Agency, with regards to financial management as well as in regards to overall governance and enforcement of the fisheries sector
	Risk of corruption in the Implementing Agency may impact project implementation, with regards to fiduciary matters as well as effective governance of the sector to meet the project development objectives
	Bank assistance and dialogue are designed to give strong support to the anti-corruption agenda, strengthening the institutions at local and central levels charged with the responsibility of ensuring transparency and accountability in the sector.  

Annual audit by professionally qualified auditors, with terms of reference acceptable to IDA, will be undertaken.

Close project supervision and expenditure monitoring through the periodic financial reporting arrangements will highlight issues impacting potential fraud and corruption and thus support remedial measures
	
	X

	4. Project Risks
	
	
	
	
	
	

	4.1 Design Risk


	Medium - I
	The fisheries sector is inherently complex, and it is not possible to address one piece of the sector without accounting for others – e.g. the sector cannot contribute more to local economies and value added without a sustainable governance framework, the latter of which needs enforcement to be effective.
	Risk that design is too complex
	The project is designed to try to reduce complexity to every extent possible, and to pilot new approaches, so that a ‘learning-by-doing’ model is adopted.  This risk will be prevalent throughout design and implementation.
	X
	X

	4.2 Social and Environmental Risk
	Medium - I
	There is a risk that the investments of component 2 could support fisheries surveillance operations that result in the enforcement of management measures on coastal communities, or migrant fishing communities in the Bijagos Archipelago
	Risk that fisheries surveillance will result in the enforcement of management measures on coastal communities, causing negative social impacts
	The project aims to support the Government to conduct fisheries surveillance activities targeted largely to the industrial fisheries, which should provide benefits to coastal communities, whose fishers may compete with such vessels
	
	X

	4.3 Delivery Quality Risk


	Medium - I
	The project will require intensive implementation support, including management of contracts, review of results indicators and monitoring, etc. The Bank has only just re-engaged in this sector in the last 5 years, and does not have a strong technical capacity in the sector.
	Risk of project teams unavailable to monitor and provide implementation support to project
	The project team has been organized around the use of external ‘implementation support’ consultants, who are contracted by the Bank with the sole task of providing implementation support to the Borrower, and reporting frequently to the task team.
	X
	X

	4.4 Other Risks (max 2)


	Medium - I
	Fisheries surveillance operations could contribute to successful enforcement of fisheries laws and the reduction of illegal fishing, but in so doing overstep the Bank’s mandate to finance only economic development activities (e.g. aggressive surveillance actions, prosecution of illegal behavior other than fishing)


	Reputational risk in successful fisheries surveillance activities that overstep the Bank’s mandate.
	The project will follow the new Guidance Note on IDA/IBRD financing for fisheries enforcement operations, and accordingly only finance fisheries surveillance operations, to implement fisheries laws aimed at increasing the economic benefits from the use of these resources. Project-financed goods under component 2 will only be used for fisheries surveillance, according to specific clauses in the legal agreements drafted on the basis of the Guidance Note. This risk should be monitored throughout implementation.

	
	X


A - Proposed Rating before Decision Meeting
:

	Project  Team
	Risk Rating: Preparation
	Risk Rating: Implementation
	Date
	Comments

	Overall Risk

	High
	High
	December 29
	The rating for the West Africa Regional Fisheries Program as a whole is High.


B - Review by IL Risk Team for Decision Meeting:

	Risk Team
	Risk Rating: Preparation
	Risk Rating: Implementation
	Date
	Comments

	Overall Risk

	High
	High
	1/4/2011
	Based on the documentation provided, the ILRT agrees with the above ratings proposed by the task team.


Final Decision Meeting Rating:

	Appraisal Decision Chair
	Risk Rating: Preparation
	Risk Rating: Implementation
	Date
	Comments

	Overall Risk

	High
	High
	1/10/2011
	As recorded in the Decision Note, the meeting agreed with the risk rating of high, particularly given the country context, noting that the operation is high risk but also potential for high impact.














� There are a number of ways to measure fishing capacity for different types of fishing vessels.  One measure that is readily available in Guinea-Bissau to provide baseline data is the number of different types of fishing vessels. Other dimensions of fishing capacity such as vessel horsepower and types of fishing will also be considered and incorporated into project monitoring during the course of implementation. Thus, based on available data, this indicator measures tons of fish caught per industrial fishing vessel, per year.


� Baseline net annual economic benefits of US$16.45 million equals the sum of US$.78 million from the non-motorized artisanal sector, US$1.29 million from the motorized artisanal sector, and $14.38 million in license fees from the industrial sector.


� Per instructions in the Guidance Note, the Legal Agreement for the project will specify that patrol vessels leased with funds from the project will only be used for fisheries surveillance missions.


� For Track II Operations only.
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