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model; shared vision and objectives; meaningful decision-
making targets; adequately qualifi ed scientifi c expertise 
related to the project; democratic recruitment with equal 
rotation of power and ability to work together in a team 
environment with shared decision-making capabilities; 
and adaptive management capacity and roles, taking into 
account the ongoing need for long-term monitoring and a 
mechanism for infl uencing policy change. 

The Scientifi c Advisory Bodies established among coun-
tries participating in Project 885 (South China Sea and the 
Gulf of Thailand), not only provided scientifi c technical 
advice, but also acted as a bridge between the project steer-
ing committee (which represents the political interest) and 
the regional working groups (which represent the techni-
cal aspects).  Some were meant to provide objective arms-
length advice.  

Factors infl uencing the success of the scientifi c advisory 
bodies included clearly defi ned roles and objectives; bal-
anced representations from local, national and regional 
areas; creation and integration of multi-stakeholder and 
multi-disciplinary bodies; full support from participating 
nations, including adequate fi nancial and logistical sup-
port, especially for meetings; effi cient dissemination, shar-
ing and exchange mechanisms for communicating scien-
tifi c information among targeted stakeholders, decision 
makers, resource users, and the general public; the role of 
regional and national scientifi c communities and societies 
(e.g. wetland expert groups) and their working links with 
local representatives; participatory contribution of scien-
tifi c communities to the success of policy development and 
implementation; and performance review and evaluation.

Other examples of how local science has been used include 
Project 1159 (Black Sea) in which many baseline stud-
ies were conducted and results used for identifying better 
management practices. The role of local science networks 
has been explicitly shown in Project 2143 (Neretva and 

Bosna Rivers, parts of the Adriatic and Black Sea basins). 
A user/stakeholder committee at the local level was formed 
under neighbourhood councils in order to participate in the 
review of any local issues and advise on design of the com-
munity score cards to be used for monitoring user satisfac-
tion. These cards were periodically scored by the stake-
holders, with the facilitation of the NGO, to show change 
over time. The NGO also linked with the local educational 
and health facilities at the municipal level and, where rel-
evant, was included as a stakeholder on the committee. As 
a result of these activities, the relationship between agen-
cies and the councils/committees was improved. The social 
and economic importance of the benefi ts of good environ-
mental management by the benefi ciaries as well as by local 
administrators was better understood. Such actions could 
be subsequently used for replication at the national level.  
Project 1094 (Nile) used national consultations and stake-
holder workshops to ensure incorporation of local and 
national concerns and priorities within the project design. 
As well as the national exercises, regional priority setting 
exercises were undertaken to identify common transbound-
ary environmental issues and priorities. 

Project 3181 (pollution reduction in ACP countries) also 
depended on effective involvement of existing networks of 
capable local stakeholders, institutions and municipalities 
in implementing training components. Project 113 (Lake 
Ohrid) focused on creation of the Watershed Management 
Committee with representatives from local stakeholder 
groups and NGOs. Project 1537 (Prespa Lake Basin of 
Albania, FYR-Macedonia and Greece) also involved local 
users and NGOs and established the management body, 
but with limited funding and without legislative backing.
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Users to target are project-specifi c, but should include 
implementation agencies and local users. Involvement 
of all relevant stakeholders is essential, but the identity 
of those stakeholders and the degree to which they were 
involved is project-specifi c. Clear identifi cation of users 
at the ecosystem, watershed or catchment level is an 
important step at beginning of the project. At the local 
level, the main audience should be the direct stakehold-
ers of the project: local and county offi cials, farmers, 
community groups and NGOs. Efforts at the national 
level would concentrate on institutions and groups 
(government agencies, national, environmental or pro-
fessional associations, academia, NGOs, etc.) and the 
population at large. The aim would be to familiarize the 
population with the project and its benefi ts, and thereby 
raise the interest of potential future clients. All projects 
do not need to include stakeholders at all levels for every 
project, but all should be explicitly considered.

CHAPTER EIGHT

Targeting users8
Lake Tanganyika provides a resource for fi shing, livestock and domestic water use 

/ S. Marijnissen
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Figure 4 Eurasia Continent

GEF NO. BODY OF WATER

113 Lake Ohrid

596 Caspain Sea

615 Mekong River

885 South China Sea

1353 Yangtze River

1375 Aral Sea

1444 Lake Peipsi

1537 Prespa Lakes

GEF NO. BODY OF WATER

2130 Sistan River

2132 Trebisjica River

2133 Lake Skader-Shkoder

2544 Dnipro River

3309 Shantou River

3521 Lake Baikal

806, 1074, 1123, 1159, 1351, 1355, 

1580, 2141, 2143, 2970, 3148

Danube River and 

Black Sea
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9 CHAPTER NINE

Management implications 

for outcomes

How science is applied in GEF projects to achieve a last-
ing impact is strongly related to how well science-man-
agement linkages are developed and managed before, 
during and after the projects. It is very important that 
root causes of the environmental issue are analysed, 
identifi ed and prioritized in the project (environmental, 
social and economic). This is not always straightfor-
ward and may need to evolve as the project develops and 
adapts to new knowledge and understanding. It is not 
enough to simply have science community support. Early 
in the project development there must be communica-
tion to understand and gain public and political support 
for change. The Aral Sea Project (584) is an example in 
which scientifi c research results were used to support 
decisions of regional policymakers. 

The project must focus on building or strengthening 1) 
capacity, 2) regional cooperation, 3) involvement (par-
ticipation). This needs to be across local to national and 
international levels. Success of implementation requires 
establishing monitoring and evaluation systems that 
will allow demonstration of the changes, benefi ts for 
the environment, and social and economic outcomes, 
allowing:

• Development and prioritization of management 
activities;

• Development criteria and conduct analysis (e.g. clus-
ter analysis) at appropriate demonstration sites; 

• Development of criteria, indicators and milestones 
for project evaluation;

• Understanding to address implementation barriers;
• Development of evaluation procedures for transfer 

of change across levels of implementation; 
• Development of processes or frameworks for 

expanding infl uence beyond pilot sites.

The Neretva and Bosna Rivers Project (Project 2143) 
as parts of the Adriatic and Black Sea basins supported 

design of training modules on integrated wastewater 
treatment processing, training in environmental policy 
for law enforcement agents on wastewater management 
(e.g. municipalities, municipal and regional inspector-
ates, environment authorities and the private sector), and 
coordination/organization of conferences on wastewa-
ter management for regional information transfer. With 
these diverse activities, the project supported estab-
lishment of links and partnerships among the cities of 
the region on comprehensive wastewater management 
issues and also provided a model to enable implementa-
tion of the new processes. Using compelling examples 
and modelling the changes after other successful activi-
ties is effective. For example, the project on integrated 
ecosystem management in the Prespa Lakes basin of 
Albania (Project 1537) is developing a new monitor-
ing programme designed to meet the European Water 
Framework Directive.

Implementation of change through GEF projects often 
requires institutional change.This is usually very diffi cult 
to achieve but is important to the full implementation of 
project goals and outcomes. Institutional barriers can be 
subtle and if not addressed can make implementation of 
even the scientifi cally based recommendations ineffec-
tive. This is usually a gradual transition as the institu-
tions adapt and understand the benefi ts and advantages. 
Considerations for institutional change include:

• Development of an institutional and legal 
framework;

• Consideration of private, industrial and public 
rights; 

• Harmonization of policy at different levels;
• Implementation at a watershed scale; and
• Flexibility and consideration of adaptive 

management.
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In the China Sea project (Project 885), a Strategic Action 
Programme (SAP) and legal framework were proposed 
for improved regional cooperation in managing the envi-
ronment. A series of national and regional management 
plans for four specifi c habitats and land-based pollu-
tion issues, seven sets of National Action Plans for spe-
cifi c habitats and issues, and 18 demonstration sites of 
regional and global signifi cance were used. Management 
of demonstration activities, regional harmonization, and 
coordination of national level actions were important 
for project success. Networking among scientists, site 
managers, and administrators early and throughout the 
project was critical. In the Lake Skadar-Shkoder exam-
ple (Project 2133), building in an institutional capac-
ity responsible for management of the lake was a major 
objective. Countries are attempting to harmonize legisla-
tion and requirements for water management under the 
EU Water Framework Directive as part of their commit-
ment to gain membership to the European Union (a very 
powerful incentive for improved management of trans-
boundary resources).

Figure 5 Americas Continent

GEF NO. BODY OF WATER

2540 Lera-Chapala-

Santiago River

583 Rio Paraguay

2095, 3519 Rio de la Plata

2364 Amazon River

3128 Sao Francisco River
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The Lakes Working Group reviewed 58 projects, 88 
per cent of which overlapped with those of the Rivers 
Working Group; only four focused solely on lake envi-
ronments. There was little consistency between proj-
ects on how issues were defi ned or on issues to address; 
but, in successful cases, completion of a comprehensive 
TDA that adequately collected and synthesized existing 
information, and emphasis on certain aspects of proj-
ect design proved to be extremely important. Projects 
were more successful if they focused on clear objectives, 
conducted basin-level scientifi c analyses, reviews and 
assessments, set achievable and measureable targets, and 
separated the technical and political infl uences on scien-
tifi c design.  

GEF projects still need more links between natural sci-
ences and social science. Effective research, monitoring 
and assessment were affected by a variety of factors that 
showed some commonality, including baseline data, ref-
erence sites, need for more rigorous study designs and 
regular, effective evaluations of project deliverables, and 
ongoing challenges related to a lack of regional infra-
structure. In addition, there were some project-specifi c 
issues that hindered the success of IW activities including 
long-range transport and deposition and effects on water 
quality; unique system characteristics that make achiev-
ing short term change diffi cult; and challenges with the 
political will in the region.

Lakes were not often considered as specifi c ecosystems, 
and studies did not always consider external drivers. The 
review divided project aims and objectives into increas-
ing and sharing knowledge, providing planning tools and 
capacity development, and catalyzing management. It 
also summarized best practices for a variety of aspects of 
IW projects, and defi ned critical science gaps and poten-
tial future issues. The review determined that the suc-
cess of science application and the potential for lasting 
impact are strongly related to how well science-manage-
ment linkages are developed and managed before, during 
and after the projects. 

10CHAPTER TEN

Conclusions
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