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request for project preparation grant (PPG) 

Project Type: Full-sized project   
the GEF Trust Fund
      Resubmission date:  April 3, 2009
GEF Project ID: 3862
GEF Agency  Project ID: 4206
Country:  Argentina
Project Title: Strengthening fisheries governance to protect freshwater and wetland biodiversity in Argentina
GEF Agency: UNDP 
Other Executing partners: Secretariat of the Environment and Sustainable Development (SAyDS), and the Sub-secretariat of Fisheries (SAGPYA). Associated partners are Buenos Aires, Entre Ríos, Formosa, Chaco, Misiones, Corrientes and Santa Fe States.
GEF Focal Area:  FORMDROPDOWN 
Biodiversity
GEF-4 Strategic program: SO2 SP4/5 (with benefits to SO1 SP3)
name of parent/program/umbrella project (if applicable):  NA
a.   Project preparation Timeframe 

	Start date of PPG
	April 2009

	Completion date of PPG
	February 2010


B. Past project preparation activities ($)  Not Applicable 

	List of Past Project Preparation Activities
	Output of the Activities
	Project 

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

c = a + b

	
	
	
	
	

	Total Project Preparation Financing 
	
	
	


C.  proposed project preparation activities ($)

	The overall project strategy and main components of the project for strengthening fisheries governance to protect freshwater and wetland biodiversity in the Lower Paraná Ecoregion were identified during the preparation of the PIF. PPG resources are being requested to support more detailed analysis and consultations to finalise the definition and full-costing of priority actions within this framework. PPG resources will therefore be used to support three main types of activities. The first is the collection of data for finalizing baseline analysis and the commissioning of technical inputs to further detail the barriers that impede sound freshwater fisheries and wetland management in Argentina and define the components of the FSP to test barriers-removal strategies. The second is the assessment of institutional coordination needs and stakeholder participation mechanisms for improved wetland and fisheries management and FSP implementation. The third is the definition of monitoring and evaluation mechanisms to measure the FSP performance and impacts. Each is described in detail below:
1. Baseline  analysis and technical studies  for the further definition of project components 

The PPG resources will be used to further collect and analyse baseline data and undertake technical studies related to fisheries in the Lower Parana Ecoregion, including wetland biodiversity and socio-economic issues relevant to wetlands and fisheries management. This will enable a more precise understanding of the constraints that impede a more effective management of fisheries and wetlands and thereby refine the structuring and detailing of the project intervention strategies. The main issues and studies will be:

· Consolidation of main data and an information gap-analysis for the principal migratory fish with commercial value, including key aspects of biology and life-cycles; fisheries capture:effort in different parts of the river basin; and the conservation status of wetlands critical in the life cycle.
· In-depth characterization of the governance structures, including relevant legal and institutional frameworks, and conditions for the fisheries in different jurisdictions (provinces and municipal). 
· Analysis of the existing protected areas along the river and the main constraints for their management. This will include the application of the METT to the protected areas (PA) and the final definition of pilot areas to be included in the FSP. It will also include consultation with PA management authorities and the definition of the steps needed to identify needs for new PA and develop a systemic plan for its implementation.
· Studies and final selection for the pilots on market based mechanisms to improve fisheries management. This will include: (i) Pre-feasibility studies on fishing based ecotourism; (ii) preliminary studies to define options for promoting market based mechanisms throughout the fisheries process (harvesting, transformation and marketing). Emphasis will be placed on identifying specific strategies for aggregating value to fisheries products. This will include consultation with provincial and municipal authorities; NGOs and fishers-associations to further identify expectations and needs to undertake pilot projects.

· Collect and analyze baseline data on the proposed pilot project for spatial and inter-sectoral planning for improved wetland management. This will refine criteria for structuring the pilot intervention and will include consultations with national and provincial authorities on the steps needed to undertake a Strategic Environmental Evaluation and implement its recommendations within the context of the Plan Integrated Strategic Plan for the Conservation and Sustainable Development of the Paraná Delta. It will also make final identification of pilot sites within the broader area based on a suite of criteria, including globally significant BD, threat levels, and demonstration potential. 
2. Assessment of institutional capacity and stakeholder participation requirements for improved fisheries and wetlands governance and  project implementation 

PPG resources will be used to collect information on, and analyze, the institutional capacities of national and provinces authorities involved in fisheries governance and wetland and protected area management. This will include (i) assessing existing skills and competence profiles for personal and defining training -needs for their up-grade; (ii) analysis fisheries monitoring procedures in each Province and determine weaknesses and strengths to enable the identification of actions for the FSP; and (iii) identifying financial and equipment/infrastructure resources-needs for undertaking key governance tasks such as establishing catch levels and enforcement and mobilizing co-funding contributions for addressing these gaps . These analyzes would include consultation with national and provincial authorities.

As one of the main goals of this Project is to consolidate a framework for coordinating fisheries policies between different provinces and other sectors involved in wetland and protected area management, under this activity PPG resources would also be used to strengthen consultations with these stakeholders (these include sectoral representatives and provincial administrators, the Argentina “Prefectura Naval”; research institutions, NGOs, and fishers-associations). These broader consultations would enhance the buy-in for the project, facilitate the final definition of co-funding and define cost-effective and participatory coordination mechanisms for the implementation of the FSP. In parallel coordination mechanisms that have been adopted successfully in other projects or that exist in different sectors and stakeholders will be evaluated for use in the implementation of the FSP. An assessment of the awareness of different sectors on the interrelationship between fisheries management and wetland conservation would also be undertaken. Additionally mechanisms would be identified and costed for coordination with relevant on-going national and regional projects that have components that could contribute information and lesson learnt to this project (see PIF section Part II: D).

3. Monitoring and evaluation mechanisms defined to measure the performance and impacts of  the FSP on fisheries and wetlands management in Argentina 
The PPG will review the effectiveness of current monitoring and evaluation systems used in relevant institutions and organizations for fisheries and spatial planning and evaluate which elements could be used to build the monitoring and evaluation of the project. This system would need to be robust enough to guide proactive adaptive management strategies, track project impacts and measure biodiversity conservation trends and fisheries management. To feed into this design the following actions will be undertaken: (i) apply the GEF SO2 Tracking Tool and where relevant the METTs (see activity 1). (ii) validate the set of proposed project outcomes, outputs and activities, based on a logical framework analysis and the definition of expected local, national and global environmental benefits, cost effectiveness and sustainability of different approaches; (iii) select a set of indicators for determining the impact of project outcomes; (iv) finalize a project M&E plan with baseline, targets and indicators; and (v) cost the expected project outcomes and outputs, finalizing co-financing sources and commitments, in compliance with the GEF incremental cost principles; (vi) outline a learning and replication strategy.

	Proposed PPG Activities
	Output of the PPG Activities
	PPG Amount -a
	Co-financing- b
	Total

c = a + b

	Baseline  analysis and technical studies  
	Baseline and barrier analysis completed and pilots for market based strategies and spatial planning defined 
	44,000
	40,000
	84,000

	Institutional capacity and stakeholder participation assessments 
	Institutional capacity building components defined for the FSP and participation and coordination mechanisms delineated for project implementation. 
	30,000
	42,000
	72,000

	Monitoring and evaluation analysis 
	Agreed upon project logframe matrix with respective project monitoring & evaluation plan and budgets for the FSP 
	21,000
	18,000
	39,000

	Total Project Preparation Financing 
	95,000
	100,000
	195,000


D.  Financing plan summary for project preparation grant: ($)
	
	Project Preparation 
	Agency Fee 

	GEF financing 
	95,000
	9,500 

	Co-financing 
	100,000
	

	Total
	195,000
	9,500


E.  PPG  requested by agency, focal area and country NA as this is a 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 *
	122
	46,100
	55,000
	101,100

	International consultants*
	7
	14,000
	0
	14,000

	Travel**
	
	12,400
	10,000
	22,400

	Workshops**
	 
	20,000
	35,000
	55,000

	Reporting & documentation 
	
	2,500
	0
	2,500

	Total  PPG Budget
	
	95,000
	100,000
	195,000


*  See Annex A for information on consultancies. Co-funding here refers to the cost of local experts that will take part in studies and analysis for project definition including staff of Government execution agencies that will dedicate part of their time to the preparation of the FSP. 

** This Project will involve a wide number of different national, provincial, and municipal governmental institutions as well as universities, research facilities the Prefectura Naval Argentina, Gendarmería Nacional, NGOs and fishermen’s associations. Broad consultations are required with these stakeholders and to finalize baseline assessments and build consensus final Project components, co-funding of these and implementation arrangements. GEF resources will enable the consultation to include a broad range of stakeholders. Executing and co-executing agencies will finance the travel of experts and cost share the workshops. 

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 


	Project Contact Person
	Telephone
	Email Address

	John Hough 
Officer-In-Charge
 Deputy Executive Coordinator
UNDP/GEF
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	April 3, 2009
	Helen Coles de Negret
	507-3024508
	helen.negret@undp.org


Annex A

Consultants Financed by the Project Preparation Grant (PPG)

	Position Titles
	Person Week$/


	Estimated PWs
	Tasks to be performed

	Local

	Socio economist with expertise in participation and environmental institutional frameworks  
	450
	34
	The FSP seeks to consolidate fisheries policies across different provinces and will require data collection from a wide range of stakeholders within these provinces. These include Government authorities to fishermen associations and each has widely different levels of information and understandings of project formulation processes. Thus data collection and analysis needs to be crafted to enable the input of each group of stakeholders. Furthermore the full development of project components and the definition of measurements for expected impacts will need to be carefully constructed to reflect these different levels and thereby facilitate effective and efficient implementation of the final project. To provide support to this process a specialist with expertise in institutional capacities, participation techniques and project monitoring will be hired to guide the process of data collection, systematization and validation of findings. Working in conjunction with Government counterparts he/she will:

· Provide methodological orientation to experts hired through co-funding and PPG resources (see below) to ensure a harmonised approach to consultation across provinces and stakeholders. This will include support to meetings, consultations and negotiations of project components with different stakeholders based on the logical framework approach. 
· Work closely with all experts to perform a stakeholder analysis for the fisheries and wetland conservation and determine possible conflicts that could arise with project objectives and mitigation measure

· Provide support to the capacity needs experts and prepare capacity strengthening elements for the FSP that ensure participation of different players in implementation.  

· Work closely with the international M and Expert on the final definition the project outcomes, outputs and activities and review the project documentation particularly with regards to the institutional arrangements to enable strategies for coordination and participation.
· Prepare a monitoring and evaluation plan for the FSP ensuring that proposed project components can be objectively verified through set of indicators that are acceptable to the wide variety of project partners.  

	Expert in ecosystem approach to freshwater fisheries 
	350
	30
	Working in collaboration with national and provincial Government fisheries experts and authorities related to biodiversity conservation:
· Consolidate and analysis data for the principal migratory fish with commercial value, including key aspects of biology and life-cycles; fisheries capture:effort in different parts of the river basin; and conservation status of wetlands critical in the life cycle. 
· Undertake an information and resource gap-analysis using the consolidated data and determine needs for closing priority gaps through actions in the FSP. This should include the justification of these priorities in relation to their potential affect on improving fisheries practices to reduce intra and inter specific impacts on biodiversity.  It should also include the preparation of graphics and text summarizing this justification and illustrating the actions required for closing gaps.
· In conjunction with the biodiversity expert analyze existing information to preliminarily evaluate the conservation status of wetland biodiversity and determine possible strategies to advance improved wetland management beneficial to fisheries and biodiversity conservation. Make preliminary estimates on potential biodiversity benefits that could be derived from this improved management.

· Design fisheries related and biodiversity impact indicators for selected key species that can be implemented and monitored during project implementation. This will include defining baseline values and targets for selected species 

· Participate requested in the selection of pilot sites for market mechanisms and strengthening wetland and protected area management led by the relevant experts.

· Provide inputs to the analysis of institutional  capacities and for national and provincial institutions  involved in wetland management

	Wetland and Protected Area Management  Expert
	350
	18
	Working in conjunction with Government experts from the relevant authorities 
· Develop a more in depth analysis on the threats to the existing protected areas and wetlands in the Lower Parana Ecoregion; identify the main constraints for their effective PA management in this threat scenario; and define the priority and feasible actions for overcoming these constraints. This includes the application of the METT to a selection of the protected areas (PA) in the area. It also includes developing a map, graphic and text summaries of this analysis for presentation in suitable formats for the Project documentation
· Select the pilot areas to be included in the FSP through an approach defined together with the participation and fisheries experts. This will prioritize those areas that have globally significant biodiversity and play key roles in the life cycles. 

· Finalize the definition of actions at each site together with the relevant stakeholders and complete essential baseline studies to determine initial values for indicators. 
· Hold consultations with PA management authorities and define and cost steps needed to identify needs for new PA and for the development of a systemic plan for wetland PA in the Lower Parana Ecoregion

· Provide input to the institutional capacity assessment and define priority actions required in the FSP to up-grade national and provincial authorities in wetland protected area. This includes analyzing existing and planned projects for PA management 

	Natural resource economist and market specialist 
	350
	18
	Work in collaboration with Government fisheries experts (i) providing advice on potential market mechanisms to be under taken in the FSP to reduce the impact of fisheries on biodiversity; (ii)  leading the studies and final selection for the pilots for market based mechanisms and (iii) providing guidance on rural economies and their interaction with markets. This will include: 
· Undertaking preliminary studies to define options for promoting market based mechanisms throughout the fisheries process (harvesting, transformation and marketing). Emphasis will be placed on identifying specific strategies for aggregating value to fisheries products from the region and their commercial and sustainable management.  It will also include pre-feasibility studies on fishing based ecotourism. 

· On the basis of the finding of these studies hold consultations with provincial and municipal authorities; NGOs and fishers-associations to further identify expectations and identify pilot projects for developing these market mechanisms

· Finalize the definition of actions and sites for pilots together with the relevant stakeholders and complete essential baseline studies to determine initial values for indicators. This includes the identification of capacity strengthening needs; for each pilot along with the requirements for up-grading sanitary conditions; certifications; market studies and business plans. Analysis should also include consideration of the sustainability of productive activities; fair trade standards and training requirements for implementation   It also includes developing a graphic and text summaries of this analysis for presentation in suitable formats for the Project documentation

	Fisheries policy and legal expert 
	350
	8
	Working in conjunction with Government counterpart to the PPG 

· Consolidate information on and analyze the existing legal framework, institutional basis, and the operational procedures related to provincial and national fisheries and wetland management. Identify main differences and actions required to harmonize these across provinces
· Assess relevant Government staff and skill/competencies to implement a harmonized legal and policy framework. Working in conjunction with the biodiversity and fisheries experts this should include capacities for wetland and protected areas management 
· Propose a legal amendment that could be developed in the FSP and develop a gap analysis on the procedures required for effective institutional coordination at the local, regional, and national levels. 
· Based on the analysis provide inputs to the stakeholder analysis for the fisheries and wetland conservation and together with the participation expert determine possible conflicts that could arise with project objectives and mitigation measure

	Capacity-building  expert 
	350
	8
	· Working under the guidance of the participation and institutional expert and in collaboration with the PPG hired experts are responsible for the consolidating and preparing FSP capacity-building components. This includes (i) defining main methodological approached for capacity assessments to be undertaken by each experts and (ii)  the summary of capacity related inputs from thes other experts; their integration into coherent programmes, the definfiton of indicators for the impact and performance indicators and overall costs.    

	Economist and project implementation expert 


	350
	6
	Working under the guidance of the participation and institutional expert and in collaboration with the PPG hired experts be responsible for:

· Consolidating and preparing FSP cost and budgets  This includes (i) defining main methodological approached for capacity assessments to be undertaken by each experts and (ii)  the summary of capacity related inputs from these other experts; their integration into coherent programmes, the definition of indicators for the impact and performance indicators and overall costs
· Consolidating and describing project implementation arrangements

	International*

	Environmental M&E specialist
	
	
	Working in conjunction with Government counterparts and the participation expert:

· Construct an appropriate monitoring and evaluation system for the project that will: (a) enable the adoption of adaptive management strategies during project implementation; (b) facilitate the evaluation of the project on completion; and (c) provide the basis for a future integrated M&E system for fisheries and biodiversity conservation in the Lower Paraná Ecoregion. This will include assessing existing monitoring and evaluation systems of relevant institutions related to fisheries and wetland management. It will working with other experts to finalise the  set of indicators for determining the impact of project outcomes ; reviewing the project M&E plan prepared by the national experts 
· Provide overall orientation to PPG team in relation to GEF logic and information requirements and in this context provide inputs for the development of key outputs including baseline analysis, project indicators, methodologies, and protocols for the collection and systematization of information.

· Validate the set of project outcomes, outputs and activities, based on a logical framework analysis and the definition of expected local, national and global environmental benefits, cost effectiveness and sustainability of different approaches;

· Perform final review and inalize  documentation definition of strategic workplan and cost-efficiency Review to ensure this is consist with the framework established through the above activities including costing the expected project outcomes and outputs, finalizing co-financing sources and commitments, in compliance with the GEF incremental cost principles. 


* Depending on tender processes this could include local consultants or a combination of these with international 
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