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Preface

This constitutes the final report for the Terminal Evaluation of the Strategic Action Program for the International Waters of the Pacific Small Island Developing States (RAS/98/G32). The project is sponsored by the Global Environmental Facility, implemented by the United Nations Development Programme (UNDP) through its regional office in Samoa, and executed by the Secretariat of the Pacific Regional Environment Programme (SPREP). This report is delivered in accordance with the Terms of Reference for the assignment developed by UNDP. The report is the result of an independent evaluation carried out during May 2006–February 2007. The evaluation included a mission in May–June 2006 to 7 of the 14 IWP pilot countries. The evaluation was initially planned for completion in July 2006. Scheduling conflicts of the evaluation team forced a lengthy extension of the project review period. The draft evaluation report was submitted to UNDP on 23 November, 2006. On January 17–18, 2007, an evaluation review meeting was held at SPREP in Apia, attended by representatives of the participating countries, SPREP and the Evaluation Team Leader. This final report has been revised taking into account the comments received at the evaluation review meeting, and written comments received on the draft report. 
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1 Executive summary

1. This report constitutes the Terminal Evaluation (TE) for the Strategic Action Program for the International Waters of the Pacific Small Island Developing States (the International Waters Program, or IWP). It has been carried out in accordance with guidelines established by the United Nations Development Programme (UNDP) and the Global Environment Facility (GEF) and covers the issues set out in the TE Terms of Reference (TOR) developed by the UNDP Mulitcountry Office in Samoa (see Annex B). 
2. IWP was an initiative involving 14 independent Pacific Island countries
 (PICs). It was implemented by UNDP and executed by the Secretariat of the Pacific Regional Environment Program (SPREP). IWP includes two linked, yet independently operated, components: integrated coastal and watershed management (ICWM); and oceanic fisheries management (OFM). The OFM component was subcontracted to the Forum Fisheries Agency (FFA) and the Secretariat of the Pacific Community (SPC). Only the ICWM component is covered in this evaluation. 
3. The project was conceived in January, 1998 with a draft GEF Project Brief for IWP prepared by SPREP.  The Project Document (ProDoc) was signed by UNDP and SPREP in February 2000. An IWP Program Manager was recruited, and in September 2000 IWP implementation commenced. The 14 country programs were launched in 2002 and early 2003. As a consequence of the delayed start-up of country pilot activities, the original scheduled IWP completion date of December 2004 was extended by 26 months to February 2006. This time extension required no additional GEF funding.   
Key Findings, Conclusions, Recommendations 

4. IWP represents a notable effort to utilize GEF funding in support of community-based natural resource management in the Pacific Islands. The project had a broad scope, connecting integrated coastal waters resources management and ocean fisheries issues across 14 island states spanning 38.5 million km2 of mostly open sea. Yet the project was also focused, concentrating on ICWM pilot activities undertaken in individual communities. 
5. IWP achieved important lessons for small island developing states (SIDS). IWP has demonstrated the effectiveness of using participatory processes and innovative communication strategies to address the root causes of environmental degradation. The project made a lasting contribution in the region by helping to expand public understanding of environmental issues; more importantly, it served to empower community members to become directly involved in environmental protection efforts. The project successfully introduced and expanded the use of social and economic diagnostic tools, enabling participating countries to better understand the root causes of environmental degradation, and their social and economic consequences. 
6. The late commencement of community pilot activities made it difficult for the PICs to achieve all their objectives with respect to solid and liquid waste management, coastal fisheries recovery, and water resource protection. Nevertheless, there is cause for optimism as the final months of the project have brought strong signals from many of the PICs that they are committed to folding the lessons and techniques from IWP into their ongoing natural resource protection programs, and using the piloted tools and techniques in other communities. Most of the PICs have succeeded in drafting strategies and legislation for consideration by their cabinets and parliaments. 
7. For many of the PICs, the most acute coastal resource problems relate to the improper discharge of wastewater effluent. However, the subject was given less attention by IWP than solid waste and coastal fisheries. Sanitation-related efforts during IWP were essentially limited to a few demonstration projects involving waterless composting toilets. Given that IWP did not include an investment budget and was focused on empowering communities to take direct action on coastal water pollution issues, it is not surprising that the more complex and costly issues associated with wastewater pollution control received less attention. Nevertheless, there is an immediate, urgent need, especially on the atolls, such as Funafuti (Tuvalu), Tarawa (Kiribati) and Majuro (Marshall Islands), to develop cost-effective sanitation strategies. The human health and environmental consequences from polluted ground and surface waters are obvious, and there is an expectation that increasing weather volatility from climate change will further strain existing inadequate systems. PICs anticipate that the upcoming GEF/SOPAC Integrated Water Resources Management (IWRM) project will help them implement new strategies for addressing water supply and sanitation needs. The IWRM project needs to be linked to one or more investment facilities, however, so that PICs have the financial means to carry out the strategies devised through the project.   
8. Private-sector participation was not pronounced in the design and implementation of IWP, but good examples were developed of effective partnerships in solid waste recycling, and in the development of new income sources to offset economic losses from locally-managed marine protected areas. 
9. PICs successfully involved community-based organizations (CBOs) in their community efforts; in particular, several of the pilot projects working on waste management issues benefited greatly from the voluntary participation of local women’s committees. Non-government organizations (NGOs) working on environmental issues were not heavily involved in project implementation across the region, although most countries included one or more NGOs on their National Task Forces. The project design purposefully established national government management of these community efforts, in order to stimulate wider replication and lead to national policy change. Each of the countries had the choice to involve NGOs for training and other community interventions, but few chose to do so. The fact that NGOs were not significant partners in IWP implementation suggests (i) capacity limitations on the part of local NGOs, (ii) a limited presence in the region by international NGOs, and (iii) limited interest from PIC governments to expand the involvement and competence of NGOs. The lack of NGO capacity and involvement presents both a challenge and an opportunity for future donor assistance projects in the region. 

10. IWP was designed to include activities for approaching donors towards the end of the project to discuss new sources of support for IWP interventions. The planned donor conference was not convened. PICs are in real danger of losing momentum on their IWP efforts, unless they work with SPREP now to make donor contacts, develop project pipelines, and take concepts to the project document/feasibility stage.
2 Context and purpose of the evaluation

11. As indicated in the TOR,  the TE has been commissioned in order to:

· Assess overall performance and review progress towards the project’s objectives and outcomes. 
· Assess the efficiency and effectiveness of how the project has moved towards its objectives and outcomes.
· Critically analyse the implementation arrangements and identify strengths and weaknesses in project design and implementation.
· Assess the sustainability of results achieved.
· Provide recommendations on design modifications that could have increased the likelihood of success.
· Provide recommendations on specific actions that might be taken into consideration in designing future projects of a related nature and, identify, document and disseminate widely the successes, challenges and lessons learned. 

· Advise on activities in place for a transition phase, replication strategy and ongoing sustainability of IWP initiatives after February 2006.
· Assess the need for possible future GEF assistance and provide guidance for future GEF interventions in the Pacific (including mechanisms, scale and themes).

2.1 Evaluation Methodology and Structure 

12. The evaluation is included as a key deliverable within the monitoring and evaluation (M&E) activities of IWP, consistent with GEF and UNDP standard practices for large multi-year and multi-country projects. As stipulated in the TOR, the evaluation team utilized a stakeholder interview methodology for the evaluation. SPREP selected nine participating countries for visitation by the evaluation team. The mission to these sites was carried out from May 23 to June 30, 2006. During the mission, travel difficulties precluded a stop in Honiara, Solomon Islands; consequently only eight countries were visited: Samoa, Tonga, Tuvalu, Fiji, Vanuatu, Kiribati, Marshall Islands and Federated States of Micronesia (FSM). The evaluation team held interviews with approximately 100 project stakeholders and participants. The mission itinerary, information on field visits and a list of persons interviewed are annexed to this report, along with a list of documents reviewed (Annexes C-E). 
13. Prior to the evaluation mission, background documents were reviewed (Annex F), and questionnaires were sent to the national coordinators and key stakeholders, including consultants who had worked on IWP. The questionnaire and a brief review of responses are included in Annex G. In addition to the main text, the draft TE Report also provides a brief report on each of the pilot projects (see Annex A).

3 The project and its development context

14. IWP is an initiative involving 14 independent PICs.
 The project was conceived in early August, 1995, when UNDP, SPREP and the Government of Australia co-financed a GEF Pacific Regional training and scoping workshop in Nandi, Fiji. It was agreed at the workshop to prepare a regional proposal to GEF focusing on ICWM. In October of that year, the Draft Regional Proposal was endorsed and GEF funds were procured for a consultation process and preparation of a regional Strategic Action Plan (SAP). By the end of August 1997, the draft regional SAP was finalized. The SAP was then endorsed by Heads of Government at the 28th South Pacific Forum, held in the Cook Islands 15-19 September, 1997.

15. In January, 1998 a draft GEF Project Brief for IWP was prepared by SPREP. The Project Brief was sent to the GEF Secretariat for consideration at the July 1998 GEF Council Meeting. The project was approved in late 1999, and the document was signed by UNDP and SPREP in February 2000. In July 2000, the IWP Program Manager was recruited and in September 2000, the IWP commenced implementation. In January, 2001, a Project Inception Report was developed, and in March of that year, the first Regional Task Force (RTF) meeting was held at SPREP. From April onwards, the Program Manager and other Program Coordination Unit (PCU) staff made visits to all participating countries and prepared MOU documentation and budgets for sign-off. The 14 country programs were launched in 2002 and early 2003. During the course of the project, the IWP Multipartite Review (MPR) — consisting of UNDP, SPREP and the lead agencies — has met annually.  A Mid-term Evaluation (MTE) of the project was carried out mid-year 2003. 
16. The originally scheduled IWP completion date of December 2004 was extended twice: initially to December 2006, and then until the end of February 2007. The extensions were approved by UNDP and the members of the IWP MPR, in recognition of the additional time necessary for the countries to carry out local and national program activities. No additional GEF funding was required for these extensions. 
17.  IWP was managed by the PCU, through SPREP, and based at SPREP headquarters in Apia, Samoa. The country pilot projects were managed at the national level in all but one PIC (for FSM, the pilot project was carried out on the island of Yap, at the state level). Environmental or natural resource ministries and agencies served as the Lead Agency (LA) in each country. Each project was managed on a day-to-day basis by a National Coordinator (NC) and support staff, funded through the IWP. 

3.1 Problems the Project Sought to Address

18. The aim of IWP was to strengthen the management and conservation of marine, coastal and freshwater resources in the Pacific Islands region. The IWP Project Document (ProDoc) notes that “…high birth rates, unsustainable commercial practices in regard to natural resource use, increasing dependency on the cash economy, labour migration, and the deterioration of traditional authority and social systems are all having a negative impact on the quality of subsistence living on many of the islands”.
 It goes on to indicate that there are severe environmental threats facing PICs, as exhibited by the significant number of species extinctions in the region. 
19. The project builds from the priorities identified through the regional SAP development process. The three “overarching transboundary concerns” are  (ProDoc: 41):

· Degradation of the quality of (our) International Waters.
· Degradation of their associated critical habitats. 

· Unsustainable use of living and nonliving resources.
20. IWP addressed these overarching concerns primarily at the community level, through pilot projects in each PIC. The pilot approach was selected as a means to test community-based natural resource management techniques and training, which would then serve as models to be replicated nationally and regionally. 

21. Recognizing the difficulty in addressing multiple environmental issues simultaneously, the project design enabled PICs to select whether to focus on improved waste management, sanitation, fresh water quality, sustainable fisheries, or marine protected areas (MPAs). 

22. During the course of the project, each PIC was expected to elaborate on root causes of the selected focus, including social and economic factors contributing to the problem. They were then to seek national and locally-based solutions, focusing on institutional structures and capacity building. The community pilot activities were supposed to emphasize the importance of building public awareness and support. The activities were to help structure national policies and strategies and link back to regional SAP implementation.
3.2 Results Expected

23. The ProDoc (§ B3: 21) indicates that by the end of the project, the following results were expected to have been achieved through the ICWM component: 

· A series of pilot projects will have demonstrated best practices and appropriate methodologies for sustainable management of freshwater resources, management of MPAs, and sustainable management of coastal zone fisheries. 

· The pilot projects will provide an operational framework for targeted proposals prepared as part of the SAP process. 

· Sustainability will be ensured by strengthening existing national and regional coordinating mechanisms, which are inter-ministerial in nature. 
· The IWP will have assessed options for creating financial and institutional sustainability, undertaken consultations and held a donor conference to secure necessary further investments
4 Findings and Conclusions

4.1 Overall Performance and Progress towards Objectives and Outcomes 

24. IWP has provided very useful community and national-level interventions, and important lessons for SIDS. While the outputs and achievements of the 14 pilot countries are uneven, there is recognition among the PIC LAs that IWP has enhanced understanding of the root causes of coastal waters degradation, and has demonstrated the effectiveness of taking an integrated and step-wise approach to environmental management. Thanks to IWP, PIC LA management and staff have gained experience with:  
· identifying and prioritising environmental problems; 

· analyzing root causes and establishing social, economic and environmental baselines;
· selecting pilot sites and testing community-based approaches to natural resource management;
· troubleshooting national/local authority issues that impact resource protection,
· developing techniques to effectively communicate with stakeholders and involve community members; and 
· developing new national strategies in light of pilot outcomes, including replicating successes and learning lessons. 
25. IWP was expected to increase the financial and institutional sustainability of coastal resource protection at the national level. While PICs are still finalizing their sustainability strategies, it is apparent that sustainability at the national level will remain a significant challenge. There are positive signs: for example, by September 2006, seven of the fourteen PICs indicated they would continue IWP activities after project conclusion using national funding. In addition, several countries are reporting donor interest in continuing, expanding and replicating IWP activities. A particular concern is that —despite IWP and related environmental protection efforts — policy development remains a work in progress. Less than half of the PICs have developed and approved new national strategies focused on the IWP areas of concern. In addition, for most PICs, the complexities of existing property laws and the overlapping of traditional, local and national governmental authorities serve as barriers to the effective implementation of national resource protection policies. 
26. With respect to regional objectives, the goal was to have IWP accomplishments at the community and national levels drive implementation of the regional SAP. Unfortunately the regional SAP approved by the SPREP member states in 1997 does not set forth joint goals and objectives. This reflects in part the rather tenuous “transboundary” nature of PIC coastal waters, which are in fact separated by more than 38 million km2 of ocean. The SAP does not compel PICs to do much other than agree on several areas of concern for focusing the GEF contribution under IWP. It is less of a “strategic program”, and more of a project concept. 
4.1.1 Achievement of Regional and Global Environmental Objectives 
27. IWP was designed to align with the GEF Operational Programs (OPs) 8 and 9. Projects within OP 8 are expected to serve a catalytic role by assisting countries to develop comprehensive approaches to sustainable management of international water bodies. The OP 8 strategic objectives are focused on SAP formulation and interventions that can serve as a platform for investments and national program changes. IWP has succeeded in advancing OP 8 objectives. 
28. IWP has made a notable contribution to community-based natural resource management, with very good work in many PICs on participatory processes, economic analysis and communications strategies.  IWP provides important lessons with respect to institutional arrangements, especially concerning the complexity of resource management issues for traditional societies in transition. One of the concerns going into the final year was the extent to which IWP would succeed in providing a platform for investments and national program changes. Final year results show cause for optimism with respect to national program changes, with more than half the PICs indicating they have new national strategies and laws intended to improve environmental protection pending before their parliaments. There is also evidence of additional investment support from bilateral donors, and an indication from eight PICs that national budgets will be used to sustain IWP activities and/or retain staff. 
29. GEF OP 9 focuses on the Integrated Land and Water Multiple Focal Area. The aim for OP 9 is to develop integrated, region-wide approaches to better land and water resource management practices. The SIDS component of OP 9 focuses on integrated freshwater basins and coastal area management. Targeted activities generally include: coastal area management and biodiversity, sustainable management of regional fish stocks, tourism development, protection of water supplies, land- and marine-based sources of pollution, and vulnerability to climate change. 
30. IWP linked to OP9 through both the ICWM and fisheries (OFM) components, and in particular through the latter. With respect to ICWM, activities in FSM, Niue and Vanuatu to develop local MPAs are important links to the OP9 focus on coastal area management. It would have been useful if more of the country pilots that focussed on waste management and freshwater catchment management had established a closer connection between their community interventions and the coastal degradation that the projects were designed to help mitigate. 
4.1.2 Root Causes and Imminent Threats 

31. During the early stages of the project, it was expected that PICs would conduct analyses identifying root causes of coastal degradation. The expectation was that countries would go though a deliberative process that first identified root causes, then selected a priority concern, and subsequently established a pilot site to test community-based methodologies. Nine of the countries conducted root cause analyses, while in the remainder the IWP county offices and National Task Forces (NTFs) acted more summarily in deciding what environmental concern to address. The real value of root cause analysis is in the process of getting decision makers to jointly consider the key reasons for an environmental problem, and then develop strategies to address it, in the process recognizing that in many cases there are social and economic factors beyond the authority or capacity of environmental ministries to solve. When root cause analysis works well, it enables countries to stay focused on the resource in question — in this case, the coastal marine environment — and to build support among multiple stakeholders, and in particular economic development-related ministries and departments. When the process is abbreviated, it is easier to lose sight of objectives, and more difficult to gain the attention and support of other ministries.
32. Some countries developed socioeconomic analyses through IWP, which helped to underscore root cause issues. It is of real significance that several PICs are now replicating their socioeconomic work for health and other government services. IWP is notable in its promotion of social and economic analysis to help define community-based interventions. The PIC NCs in the six countries that conducted analyses found them to be extremely helpful in understanding the drivers of pollution. For example, in the case of Majuro (Marshall Islands), the baseline social assessment of Jenrok showed a seasonally adjusted increase in school age household members during the school year, caused by family members on neighbouring islands sending their children to relatives in Majuro to take advantage of the better educational opportunities offered there. This information has ramifications for water and sanitation loads, as well as school overcrowding, demands on social services and hospitals, and even implications for local businesses. 
33. The application of economic valuation tools is especially important. Tonga and Palau for example, were able to consider the economic value of the components in their solid waste streams, enabling a better understanding of the costs and benefits of waste minimization and recycling strategies, and enabling tariff rates for waste collection to be determined both by the ability of residents to pay, and the cost of service delivery, with recycling values taken into account. The findings of the economic evaluation undertaken in the Cook  Islands was very useful in putting a nominal value to water resources, and  helped attract support from both the community and government officials. In the case of Fiji, economic analyses helped to shape and defend the development of a rural waste management policy. 

34. The PCU commissioned four technical reports during the initial stages of project implementation, covering the four focus areas set out in the ProDoc: improved waste management, improved (fresh) water quality, sustainable fisheries, and effective marine protected areas. Two additional reports were developed on economic issues relating to community-based sustainable resource management, and a compilation of lessons learned from community-based resource management projects in the Pacific. The reports provide an excellent set of reference materials on coastal resource protection for PICs. The PCU followed up the development of these and other reports with participatory briefings and workshops for the NCs, to make the report information more accessible and pertinent to the pilot activities they were managing

4.1.3 Impacts on Intended Beneficiaries

35. Skills transfer and knowledge sharing occurred at the national and community levels across each of the pilot projects. Training workshops were held, guidance manuals disseminated, and local and international technical experts hired. . 
36. The extent to which LA capacities were expanded (beyond the hiring and training of NCs and staff) is difficult to estimate. The PCU has indicated that seven of the countries will continue IWP activities within their Ministries/Departments after the project concludes, suggesting that some current IWP staff will be retained. 
37. Anecdotal evidence from the evaluation mission, and indications from PIC publications, suggest that many of the pilot projects have improved the quality of life and environment in the communities where they were conducted. This is especially true for many of the waste sector projects, and also to some degree for the coastal fisheries projects. The land crab population in Crab Bay, Vanuatu is reported to be showing signs of recovery as a result of the catch restrictions established and enforced by the Crab Bay communities. Illegal dumpsites, and trash-strewn yards were cleaned up as a result of the community efforts in Nukuhetulu (Tonga), Alapi and Senala (Tuvalu), and Vunisinu and Nalase (Fiji). 
4.1.4 Efficiency and Effectiveness 
38. The conclusion of IWP comes nearly 10 years after approval of the SAP, and 6 years after project inception. The long lead and development times are unfortunate but not surprising, given the project’s geographic scope and its emphasis on community-based approaches. 

39. PICs took three years (through 2003) to identify priority environmental concerns, screen and select pilot communities, and hire local staff. Most of the pilot activities, including public awareness campaigns and socioeconomic assessments, commenced from late 2003 onwards. The long lead up to community-level activity made it difficult for PICs to achieve their objectives, an in particular the development and implementation of national plans and activities based on the IWP experiences. In addition, the focus area selected had implications with respect to the required technical competence of the selected NCs, notwithstanding the fact that the NCs were envisioned to serve primarily as facilitators. 
40. A determination of effectiveness must take into account a wide spectrum of results from the 14 participating countries. In some cases, PICs were very successful, as they were able to (i) forge strong local support and participation through careful site selection and good team building, (ii) create close linkages within the national government to achieve national policy setting goals, and (iii) link the IWP with other projects and beneficiaries to extend the budget available for IWP activities. As noted in the country by country reviews, other PICs were less successful in achieving their objectives. 
41. IWP addressed environmental issues through a mix of capacity building, policy reform and community-based activities. As is usual for UNDP/GEF International Waters projects, IWP did not support environmental investments (e.g. new waste or sanitation facilities, or fish stocking). The absence of direct investment support was confusing to community members involved in IWP pilot projects, who expected that a large well-financed international project should be able to provide financing for capital projects, such as composting toilet construction and recycling services. As with other UNDP/GEF projects, the assumption underlying planning for IWP was that the identification of environmental problems, elaboration of strategies, and articulation of investment needs would set the stage for future investment support from other donors. 
42. In a few cases there were effective linkage between the IWP pilot activities and other donor investments. For example, Tonga was fortunate to launch its IWP waste pilot project just as Australia and New Zealand were financing much-needed landfill investments on Tongatapu. The result was an integrated capacity-building and investment approach, enabling implementation of a national waste strategy and creation of a waste authority. A key consideration should be how to develop such linkages in future activities supported by UNDP and GEF in the Pacific. 
43. GEF has established some mechanisms to more closely match capacity building and investments by other parties. It has, for instance, funded a Strategic Partnership on Pollution into the Danube and Black Sea, coupling two UNDP-led capacity-building projects with a World Bank (WB) -directed investment vehicle. This linked approach, while adding implementation complexity, can greatly enhance the impact of donor support, especially when dealing with environmental issues that entail high infrastructure costs, such as sanitation. It would be useful for GEF and other donors to establish linked investment vehicles as the SOPAC IWRM project unfolds. 
44. One aspect of project efficiency and effectiveness relates to the geographic approach. There has been a long discussion in the Pacific Islands region over the efficacy of taking a region-wide approach when designing natural resource protection projects. Proponents for large region-wide efforts, such as those managed by SPREP (i.e. the South Pacific Biodiversity Conservation Project [SPBCP] and IWP) and SOPAC (the upcoming IWRM project), suggest that they provide enhanced skills transfer and tighter financial discipline. Critics suggest that the money needed to operate PCUs and pay for consultants to travel around the region could be better spent directly supporting national programs. 
45. There are likely to be different answers to what constitutes the best geographic approach, depending on (i) the subject matter, (ii) the level of engagement (regional, national, or community-based), (iii) the project complexity and (iv) linkages to needed investments. Regional approaches are ideal when the subject matter is truly transboundary in nature and requires agreement among the regional parties, such as is the case for oceanic fisheries, or efforts to reduce the threat of invasive species transfer. When there are common issues, but the impacts are more localized — as is the case with solid waste management — then the decision to adopt a broader regional approach depends on whether there are economic savings and knowledge transfer benefits. The region-wide design of the IWP was appropriate, because it included an OFM component, and anticipated knowledge transfer and cost efficiencies through the ICWM component. 
4.1.5 UNDP and SPREP Support to ICWM Implementation

46. UNDP is well suited to managing IWP and other capacity-building projects focused on water resource protection. UNDP brings considerable experience globally to the task of managing transboundary capacity-building projects, and is the Executing Agency with the largest GEF International Waters portfolio. As the lead environmental agency in the Council of Regional Organisations of the Pacific (CROP), SPREP is likewise well suited to implement the project, with the Secretariat’s core staff able to provide administrative and technical backstopping to the PCU.
47. A good working relationship was forged between the UNDP regional office in Samoa and other project partners. PCU staff and several country representatives expressed appreciation for the way the UNDP regional office in Samoa stayed engaged without micromanaging SPREP and the PCU. The financial management measures that were established, including quarterly financial reporting and annual financial audits, were resented by PICs due to the time and money they consumed, but enabled the PCU to quickly identify and effectively handle the (mostly minor) financial management and reporting issues that arose in several  country programs.. They also provided an early warning of the financial problems in Nauru, culminating in a cessation of project activities there in 2003. 
48. The IWP PCU worked largely independently within SPREP. SPREP management engaged in the project during the annual MPRs and for specific issues, such as the Nauru financial matters, but otherwise left daily project management to the PCU. The collaboration between PCU technical experts and SPREP technical experts was informal and sporadic. For example, an informal working group within SPREP was established to share information on experiences with community-based natural resources management. There were also participatory processes established to jointly consider climate change and invasive species programs. 
4.2 Project Concept and Design 
49. The IWP was conceived in a similar manner to many GEF transboundary projects: commencing with a regional SAP followed by a set of actions for participating countries to implement SAP objectives. Many projects also include a limited set of pilot initiatives at the local level. In the case of the IWP, community-level interventions were made the project focus. This community-level emphasis was appropriate for the region, and the outcomes provide important lessons for project design for other SIDS. 
50. Combining the ICWM and OFM components under one project was obviously done to meet GEF financial considerations, as the two areas were budgeted and managed separately. From the standpoint of government and community awareness and support, the combining these two divergent objectives was less than ideal. Confusion was expressed by some stakeholders, especially when the ICWM component of IWP became associated with solid waste management and recycling initiatives in eight of the fourteen countries. 

4.2.1 Logical Framework, Risk Assumptions & Performance Indicators 

51. There have been several iterations of the Logical Framework (LF), including a revision in September 2003, and a further revision in July 2004 (approved at the July MPR). Each of the iterations improved on its predecessor. The final LF revision indicates an overall goal of: “Integrated sustainable development and management of international waters”; which frames a general objective to: “address the root causes of degradation of International Waters in the Pacific Islands Region”. The above four objectives 
were reworked into a series of six project outcomes, (with Outcome 4 specific to the OFM component): 

1) establish effective project implementation support;
2) enhanced transboundary mechanisms;
3) strengthened processes supporting conservation and sustainable use of coastal and watershed resources;
4) support the establishment of new institutional arrangements for the conservation and management of transboundary fish stocks and associated national capacities;
5) maximize regional benefits of lessons learned from management of coastal and watershed resources; and 
6) catalyze donor support for the conservation and sustainable use of coastal resources. 

52. The revisions to the LF have helped to better articulate expected outcomes and are in keeping with an adaptive management strategy The LF provides a general set of outcomes and outputs, and includes general, mostly process indicators. The LF does not include a direct link to the project budget, and does not clearly delineate the sequence or timing of planned activities. These are rather left to the annual work plans and budgets developed by the PCU, and the country M&E plans.  
53. The IWP LF does not include deadlines for the completion of outputs, and there are no directions on how the project should impact on policies of the participating national governments. The countries are expected to carry out community-based pilot projects, and it is merely indicated that “national policy or institutional arrangements (will be) refined on the basis of project supported initiatives” (July 2004 LF, Output 3, Outcome 7). Beyond this rather vague expectation, no verifiable indicators are listed for assessment of expected changes or improvements in the participating countries. The results identified in the Project Document (e.g. options will be assessed, best practices will be demonstrated, national and regional coordinating mechanisms will be strengthened) reinforce the lack of ambitious outcomes expectations. Among the missing elements are (i) any reference to effective implementation of the regional SAP; (ii) an expectation of widespread implementation by the participating countries of best practices that produce verifiable improvements in coastal water quality and coastal fisheries recovery; and (iii) the expectation that countries will adopt and implement national strategies for recycling and waster reduction, set up MPAs, and/or establish river basin management plans. 
54. Based on the mission interviews that were conducted, it is evident that the LF was not utilized as an ongoing project management tool by either the PCU or PICs. Instead, country and community-level activities were driven by M&E plans established for each of the participating countries. The M&E plans included expected activities and their budgets, and indicators to gauge achievement. The format for the M&E plans was established by the PCU; NCs were provided consulting assistance to develop their plans. While the use and fulfilment of the M&E plans was variable across the countries, their establishment was an important, positive activity, providing a common annual planning and budgeting format across the 14 pilot countries. 
55. The M&E plans developed for each pilot were largely based on process indicators, such as  reports completed, strategies in place, and persons trained. Environmental stress reduction indicators were also included (e.g. increase in the number of households recycling their waste,  illegal dumps cleared, cattle restricted from stream beds, and composting toilets built). Environmental status indicators were not included. There is some evidence of status improvement at many of the pilot sites. Unfortunately there was insufficient attention to the establishment of environmental baselines prior to pilot project implementation, and haphazard collection of environmental monitoring data in many of the pilot projects. 
56. The IWP LF includes a discussion of risks and assumptions, building on the ProDoc. The listed assumptions and risks have evolved with the several LF revisions, and are well conceived. The following are a few of particular note in light of achievements:

· In relation to the overall project goal, an important risk included was that “Changes in economic, political and social conditions may detract from country commitment to, and feasibility of, pilot projects and regional collaboration”. During the IWP years, there were political upheavals in Solomon Islands, Fiji and Tonga. These disruptions inevitably hampered project activities for a time, but the NCs adapted and work continued. More seriously, the financial difficulties faced by Nauru in the period 2002–2003 had a clear and significant impact on the project and led to the suspension of IWP activity there in 2003. 
· In terms of the achievement of Outcome 1, “Establish effective project implementation support”, the LF noted the assumption of recruitment of competent staff. Competent staff were recruited at the PCU and in many of the countries, but it is clear that project management capacity was uneven across the region, and the selection and training process carried out in some countries should have placed more emphasis on project management skills. 

· In reference to the communications activities in Outcome 3, an assumption in the LF states: “Communication strategies are effective in engaging principle stakeholders”. This proved an apt statement of what transpired and frames the excellent communications work done across the region.
· With respect to Outcome 6, concerning donor support and replication, the assumptions include that “other agencies identify benefits by replicating Project strategies”, and “replication strategy appropriately distributed”. In hindsight, it is clear that the major risks to completion of this set of outcomes include early phase project delays, which made it difficult to complete pilot projects and develop replication strategies. Also, it proved difficult for the NCs and their implementing agencies, working through the NTFs, to conceptualise a replication strategy building from the pilot projects, and expanding to include other agencies and other donors. 
4.2.2 Project Management Arrangements 

57. Outcome 1 of the 2004 LF lists the outputs for internal coordination of the IWP. In general, the expectations set out in the ProDoc were met. The PCU was made operational with offices at SPREP headquarters in Apia. Administrative arrangements at the PCU and among the 14 pilot countries were established. Technical advisory and backstopping services were established and monitoring and evaluation of project implementation occurred. As noted below in the timing discussion, while the internal coordination activities were all carried out, the extended time required made it difficult to complete the project within the expected time frame, and two extensions totalling 26 months were sought and approved. 
58. The project included a Program Manager plus three international technical experts based at the PCU in Apia. These persons were well qualified to provide advice on social assessment and community-based natural resource management, natural resource economics and communications. Interestingly, a decision was made not to include technical experts in the four selected issue areas: solid waste, sanitation, freshwater management and coastal fisheries. Technical expertise was instead obtained through external consultants. This decision can be justified by the project structure, which allowed countries to select their thematic area during, rather than prior to, project implementation. If the selection of themes had instead occurred during the PDF-B project formulation period — and it had been obvious at that time that eight of the countries would focus on waste management issues — the selection of experts for the PCU would logically have been revised to include a technical expert on waste. 
Project timing
59. In December 2002, half-way through the expected project duration, a request was made by the PCU, and endorsed by the participating countries, to extend the IWP by two years (i.e., until December 2006. The project was subsequently extended until end February 2007). The reasons given for the extension included: 

· protracted periods for the establishment of logistical and administrative arrangements at both the regional and national levels; 

· inadequate foundation on which to base GEF/SAP implementation, particularly in relation to national and regional elements of the ICWM component; 

· heightened priorities associated with participating country involvement with the establishment of new institutional arrangements for the conservation and management of regional migratory fish stocks and subsequent implications for national activities; and  

· unrealistic assumptions in the original project design relating to consultative arrangements, institutional frameworks, timeframes, national capacity, administrative processes, scope of work, and national acceptance of a pilot approach to explore issues associated with community-based initiatives.

60. The extension, including the consequent recalculation of the budget to accommodate two additional years of project activity and PCU staffing, was reasonable and justified. It is clear from this and many other large regional GEF projects that the time frames are often insufficient to complete expected activities, and extensions are common. In this case, even with the two-year extension, it was difficult for many of the PICs to implement their pilot projects, and some did not commence until 2003. Three years is a short period to motivate communities, train people, fine tune national strategies, implement communications strategies, replicate these in other communities, and generate donor support for investments. It is especially difficult to consider such an ambitious agenda with IWP country programs staffed by two persons, and with limited backstopping support in their ministries. . 
61. The PCU was criticized by some NCs for delays in remitting funds to country projects, and for the low frequency of PCU staff visits to help in implementing national project activities. A number of factors contributed to the delay in disbursement and receipt of funds by country projects, including: 
· late submission of PCU reports to UNDP, due to the late receipt of quarterly reports produced by national coordinators (PCU reports are largely based on NC reports); 

· provision of incorrect project account details for funds transfers; and
· ineffective local arrangements for transfer of funds from national treasuries to lead agencies or project locations. 

62. Similar factors are common to many projects implemented in the Pacific region, regardless of the responsible organization, and including bilateral projects. This underscore the fact that the capacity of PICs to manage projects in an efficient and effective way, as desired by the donors and funding organizations, is a critical project management issue. 
63. With regards to the frequency of PCU staff visits to the participating countries, it was noted by the PCU that their role was to facilitate and coordinate implementation of pilot project activities, which would be undertaken by the countries themselves. Where there was a lack of capacity in a country to implement particular activities, there were budgetary provisions to enable the projects to source consultant assistance. Unfortunately, many NCs preferred to have PCU staff come to their assistance rather than going through the process of identifying and hiring consultants, writing terms of reference and managing consultant inputs. The ability of country offices to manage the work of hired consultants is a key issue for future projects in the region.
PCU-Pilot Coordination

64. The PCU staff encountered early resistance from PICs with respect to the extent of PCU oversight of country activities. This issue of the proper span of control, coordination and support from PCUs is often an issue in transboundary projects. The PCU has a fiduciary responsibility to control spending, yet PICs are sovereign nations that have agreed to participate as partners with UNDP and SPREP. The PCU spent considerable time in the early stages developing MOUs with PICs on project implementation, but this did not solve the span of control issue. The matter was raised during the MTE, and recommendations were made to allow greater flexibility. The resulting post-MTE agreements struck a reasonable balance, enabling greater flexibility in programming country activities, yet retaining PCU control on financial reporting and accountability.  

65. PCU availability to provide expert assistance, and the frequency of PCU staff travel across the region, were matters of concern to some NCs, and the extent of concern generally increased with distance from SPREP. Not surprisingly, the PCU staff made fewer visits to pilot projects located farther from Apia. Nevertheless, the PCU staff travel schedules, and the frequency of workshops and periodic NC meetings, suggest there were ample opportunities for the PCU and NCs to interact. 
PIC Inter-regional Cooperation

66. The project intended to facilitate cooperation, networking, and exchange of information and lessons learned among the NCs, and informal sharing was accomplished through the NC meetings and workshops; some specific cross-fertilization of ideas also occurred early in the project (e.g. between Niue and Tonga). Nevertheless, most of the NCs indicted they would have welcomed more opportunities to learn firsthand from the experiences of their neighbours. With eight of the countries working on waste issues, and with SPREP concurrently developing a regional Waste Management Strategy, more could have been done in the waste sector to share common IWP experiences and work on mutual solutions. 
PIC Capacity and Skills Development 
67. It has been a challenge for many NCs to effectively plan project activities to yield expected outcomes within the project timeframes. The previous Program Manager, in his terminal report in late 2005, indicated that considerable effort had been expended to better develop the NCs’ project management skills, but the PCU was limited by its size and the project’s vast geographic scope, across 14 PICs. 

68. Regional workshops, PCU-generated guidelines, and skills transfer (when consultants were employed) all contributed to an upgrading of NC skills, some members of the NTF, and some community-based participants. In particular, the IWP’s strong emphasis on communications has enabled a transfer of media skills to IWP participants in PICs. Skills development was also pronounced in the areas of community participation and facilitation. 

69. The IWP initially used performance appraisals for PCU staff and NCs, as part of a performance assessments and capacity-building strategy developed with the assistance of the SPREP Human Resources Development Officer. The aim was to provide NCs with feedback on their activities and performance and to aid in identifying training and human resource development assistance as needed. The performance management/capacity building plans were abandoned in 2003, due to strong NC resistance.  
Scholarships

70. A scholarship program was carried out through the IWP, involving 14 students, sponsored by the Cook Islands (1), Fiji (1), Kiribati (1), Palau (1), PNG (4), Solomon Islands (2) Tonga (2), Tuvalu (1) and Vanuatu (1). The scholarship program was a small but well-intentioned effort to build up technical capacity and keep skilled persons in-country and involved in environmental protection efforts. The funding given per student was helpful, but not so high as to attract large numbers of interested students (PIC annual budgets indicate the range of spending for scholarships to be between USD 6,500 and USD 9,800 in any one fiscal year). While some of the scholarship efforts synchronised with country goals (e.g. in Vanuatu), other students selected topics that did not focus on areas relating to the IWP objectives. The IWP PCU indicated in its 3rd Quarter 2006 Progress Report that three scholarship programs had been completed by September 2006, three scholarships had been terminated prior to completion, and the remaining eight students were soon to complete their studies. This can be considered a moderately successful set of outcomes. 

71. In general, UNDP does not fund scholarship programs, and there are other initiatives in the region focusing on environmental training, at USP and through other institutions. Consequently, while the scholarship program was very much appreciated by the scholars involved, it did not have much of an impact with respect to improved capacity. The following lessons and recommendations may inform future donor-assisted training programs:


· Utilize scholarships as part of broader environmental sciences programs in PICs, which is also aimed at young people in grade and high school. 
· Increase the size of the scholarship effort, establish a competitive selection process, and increase individual amounts, so to increases the program’s prominence, and attract greater interest and participation. 
· Establish a contract arrangement between the scholar and sponsoring country that makes financial support contingent on work for the government during and after study completion. This would help to ensure real capacity building for the ministries, and also ensure a closer alignment between study topics and government needs. It would also serve as an extra inducement to students to successfully complete their studies. 
PIC Turnover

72. Personnel changes among the country programs was generally in line with expectations. Most of the country projects had one or two NCs during the five-year effort. In some cases, NCs were called to different assignments (e.g. in Kiribati), while in others the lead agency changed, and with it the national coordinator (in RMI). In countries that experienced high turnover in both LAs and NCs (FSM in particular), it was difficult to maintain momentum and achieve objectives.  

73. The following table identifies the number of country national coordinators that served in each country. 
	NCs

	Cook Islands
	2


	FSM
	4


	Fiji
	1

	Kiribati
	2

	Nauru
	1

	Niue
	1

	PNG
	1

	Palau
	1

	Samoa
	2

	Solomon Islands
	2

	Tonga
	1

	Tuvalu
	1

	Vanuatu
	1


National Task Forces

74. NTFs and community level committees were established in each of the countries. The experience with IWP NTFs is decidedly mixed. Most NCs indicated during the evaluation mission that their NTFs had been difficult to manage. There was a substantial turnover in participants in many of the PICs, and in many cases the activities under IWP were not well integrated into other national environmental activities. 
75. There was considerably more success with the community level committees involved in the day-to-day management of the pilot projects. The issue of overlap between national level NTF responsibilities and local committee responsibilities (with both trying to provide direction to the pilot project efforts) was frequent raised. 
76. The table below sets out key features of the NTF and community committee structures in each PIC. The experience of the IWP countries suggests the following general findings: 
· NTFs worked well and stayed active when they were subsumed within a committee that also focused on broad national issues. Thus a waste management task force, working to establish a national waste management strategy, could take on supervision of an IWP project in the waste sector as one of a number of assignments. 

· NTFs were greatly aided when actively chaired by a senior ministry official. 
· NTF’s were viewed as relevant by participants when they involved national issues, such as national strategy development, the identification of  priority environmental concerns, and the selection of pilot communities. 
· NTF member interest subsided when the project focus moved to local community implementation issues. Then, interest naturally shifted to the community committees.

	Country
	· National Task Force

	Cook Islands
	· Developed a Community Working Committee for drafting the pilot community management plan. 
· The NTF had multiple and significant oversight roles. It selected the focal area and pilot site, approved the IWP budget and periodically reviewed its membership – adding 2 new members in 2004. 
· In addition to being a decision-making body, the respective NTF members from the CI-IWP supported and sustained most of the community pilot activities.  

	Federated States of Micronesia
	· The project was managed at the state/provincial level (Yap). 

· The Task Force was initially inactive during the period of EPA management, but was reconstructed and became active in the IWP management with switch of the project from EPA to Department of Resources and Development. 

	Fiji
	· The Fiji NTF was convened once a month during the initial project formulation and community screening phase. Later the NTF was convened once every 2 months and during 2005/2006 once every quarter. 
· The NTF had broad-based membership, including NGOs, other CROP agencies, researchers and community representatives. .It was chaired by the Minister of Environment.
· Some of the NTF reps will now sit on the National Environmental Council – which is working on national Environmental Act implementation.

	Kiribati
	· The NTF convened early in the project and was then merged into a National Waste Management Committee. 

· A local community committee was established. 

	Marshall Islands
	· NTF efforts were impeded by interagency rivalries, and the changeover of IWP responsibility from the EPA to the Office of Environmental Policy and Project Coordination. 
· The main achievement of the IWP on Majuro has been to increase community and government awareness about solid waste management issues. In addition, the IWP has set the stage for improved national environmental planning in RMI, through its efforts to determine underlying socioeconomic aspects of waste management at the community level. 

· It is clear that the major human health and environmental priority on Majuro is sewage and wastewater management. Urgent attention is needed by the RMI national and local governments to address sanitation problems. The upcoming  GEF-SOPAC IWRM regional project provides an excellent opportunity to develop and implement new water and sanitation strategies.

	Nauru
	· The NTF was launched, but financial issues suspended the Nauru project in 2003.

	Niue
	· NTF formed. 

· Village Fisheries Management Committees established for Makefu and Alofi North. 
· There is concern at the conclusion of the project on how to keep the village fisheries committees going without IWP financial support. Niue is considering incentives and income generating options as a means for retaining committee member interest and participation. 

	Palau
	· NTF formed as a subcommittee of the National Environmental Protection Council (NEPC). 
· The NEPC includes a wide range of stakeholders, including NGOs and the Chamber of Commerce. 

· IWP subcommittee did not meet on a regular basis and was not involved much in project oversight and implementation. 

	Papua New Guinea
	· NTF had difficulties with participation and member interest. 

· It was very difficult to get other government representatives (Health for example) to take an interest in the community pilot effort. 

· No NGO representation, due to the absence of an umbrella NGO group and desire to avoid a hint of favouritism. 
· The NTF was replaced by a Solid Waste Management Task Force, convened to formulate a National Solid waste Management Strategy and Action Plan

	Samoa
	· There was a broad spectrum of NTF members, but their varied expertise was not utilised. 
· The NTF will be dissolved at the end of the project because of a lack of funding. 
· The Water Resource Division is now developing an EU-funded project, which will establish its own working group, with most of the IWP NTF participants joining this working group.

	Solomon Islands
	· Established the NTF and technical advisory committees. 

· There was a low level of participation in IWP activities from the NTF, including by Ministry representatives. 

	Tonga
	· There was poor participation in the NTF. The inability to provide “sitting fees” was indicated as a key reason for the lack of NTF member interest in regular participation.  
· A technical subcommittee was formed to delve into detailed community issues,  leaving the NTF to address broader issues. 

· The NTF will continue after IWP completion, becoming the solid waste task force under the newly developed Solid Waste Authority.

	Tuvalu
	· Many of the NTF members actively participated in the project, with the Tuvalu Association of NGOs (TANGO) utilized to facilitate community consultations. 

· The Kaupule (town council) in the pilot community indicated to the evaluation team that it did not participate in the NTF, yet it is listed as a member. 
· Communication with the town council was hampered by changes in council membership and a view that the IWP was impinging on Kaupule authority over waste collection issues. 

	Vanuatu
	· The NTF was part of a broader task force, convened by the Ministry of Natural Resources, focused on a variety of water and coastal resources issues. The Task Force had high-level ministry participation and has remained very involved in project implementation. 


Financial Management

77. Indications are that the project financial aspects were handled appropriately The IWP budget is comprised of USD 12 million in GEF financing coupled with USD 8.118 million in co-financing from SPREP, FFA, SPC and UNDP. The ICWM component, managed by SPREP, has a USD 8.5 million GEF budget, and USD 10 million total budget. The bulk of co-financing, USD 7.438 million, was directed to the OFM component. 
78. In 2002, agreement was reached to extend the IWP project deadline by two years, to December 2006. This necessitated a revision to the budget, as the project had finance another two years of PCU administrative costs. The extension raised PCU personnel costs, including travel, to USD 2.05 million, representing 25% of the total ICWM budget. There was a corresponding drop in national activities from 70% to 61% (USD 5.04 million) of the total budget. 
79. The Project has operated using a seven-year Work Plan and Budget, within MS Project. Annual work plans were prepared guiding PCU and country program implementation. The PCU included on its payroll an accounts manager.

80. Financial administration of the project was carried out in accordance with UNDP National Execution (NEX) Procedures. Quarterly progress and financial reports, and annual audited reports, were submitted to the executing agency (SPREP) which in turn reviewed and submitted them to UNDP. Project disbursements were released from UNDP to SPREP, set against the receipt of financial reports from the previous quarter, and sent via bank check. SPREP then required the full collection of quarterly reports from the countries prior to disbursement. The MTE suggested that a more streamlined process of disbursement should have been considered during the second half of the project, as the delays in processing disbursements made it difficult for the country pilot efforts. At the time of the final evaluation, the delayed disbursement of funds was mentioned as a continuing problem, but PICs managed to overcome the inconvenience by utilizing national funds while awaiting UNDP/SPREP disbursements. 

81. The requirement for annual audits of each IWP country program was an important and positive management decision, enabling the achievement of good financial accountability and providing assurances that each country team was administering funds in accordance with GEF financial requirements. The auditing procedures enabled project managers at the PCU and UNDP to quickly identify and confront financial irregularities in Nauru, which ultimately led to the suspension of the Nauru pilot project in 2003. Annual audits otherwise indicated proper financial management, with only minor financial irregularities in several countries, which were subsequently rectified.
 
82. While the project commenced with 14 pilot countries, Nauru ceased to be active in 2003. The PCU has catalogued the process during 2002 and 2003 through which Nauru was informed that financial irregularities would imperil its participation. With the full support of SPREP and UNDP, project funding was curtailed in 2003. The process that was taken was appropriate, including numerous correspondence and face to face meetings designed to bring the country back into the IWP. 
83. The MTE noted a number of misunderstanding relating to what could be purchased by the country pilot projects with IWP funds; in particular, the purchase of vehicles to commute to pilot sites was a source of friction. The MTE suggested simple and clear guidelines be developed by the Implementing Agency (IA), the EA and LAs, to clarify flexibility on expenditures, based against regulations and policies. These issues remained contentious throughout the project. 

84. The following data is taken from the 4th Quarter 2006 PCU report, showing PIC expenditures to December, 2006. 

Disbursements to Participating Countries January 2000 to December 2006.
	Country
	2000
	2001
	2002
	2003
	2004
	2005
	2006

4th Qtr
	Total
	Regional costs
	Total country disbursement
	remaining

	COI
	0
	0
	24,421
	48,358
	82,145
	117,758
	84,480
	357,162
	22,168
	379,330
	18,206*

	FSM
	0
	0
	48,787
	6,412
	126,586
	9,887
	50,396
	242,068
	22,168
	264,236
	96,889

	FIJ
	0
	7,029
	42,163
	46,175
	76,895
	64,440
	95,907
	332,609
	22,168
	354,777
	6,348

	KIR
	0
	0
	62,531
	49,636
	70,092
	103,274
	144,403
	429,936
	22,168
	452,104
	90,979*

	RMI
	0
	1,000
	27,556
	65,305
	33,727
	72,827
	49,153
	249,568
	22,168
	271,736
	89,389

	NAR
	0
	0
	59,830
	14,253
	2,626
	1,710
	0
	78,419
	
	78,419
	-

	NIU
	0
	12,726
	81,470
	85,196
	143,601
	38,754
	42,588
	404,335
	22,168
	426,503
	65,378*

	PAL
	0
	0
	35,027
	74,053
	104,549
	32,250
	128,365
	374,244
	22,168
	396,412
	35,287*

	PNG
	0
	0
	37,387
	112,539
	155,332
	45,300
	52,723
	403,281
	22,168
	425,449
	64,325*

	SAM
	0
	1,000
	36,158
	54,174
	48,773
	36,783
	110,637
	287,525
	22,168
	309,692
	51,438

	SOI
	0
	0
	40,349
	63,823
	81,010
	71,125
	54,388
	310,695
	22,168
	332,863
	28,261

	TON
	0
	2,245
	43,019
	47,877
	99,121
	80,777
	77,051
	350,090
	22,168
	372,258
	11,133*

	TUV
	0
	0
	34,610
	55,778
	58,461
	69,426
	76,584
	294,860
	22,168
	317,028
	44,097

	VAN
	0
	0
	32,448
	80,820
	62,209
	40,546
	88,658
	304,681
	22,168
	326,849
	34,275

	TOTAL
	0
	24,001
	605,757
	804,397
	1,145,127
	784,858
	1,055,333
	4,419,472
	288,183
	4707,655
	65,382


In the last column, the figures with a * have exceeded the country allotment, based on an expected USD 361,124.42 disbursement per country (excepting Nauru). Others did not use all available funds. As of the end of 2006, USD 65,382 in country funding was still available. 
Adaptive Management  

85.   The PCU was fully staffed through most of its six-year history, with a strong team of international experts. Major personnel changes occurred in the PCU during the final 18 months of the project, with the manager, economist, communications expert and social assessment/participation expert leaving for other assignments. A series of well-considered exit notes were provided by outgoing PCU staff, relating to completion of assignments and recommendations for completion of IWP activities.  

86. The following table identifies PCU personnel changes during the project: 
	
	#

	PCU

	Project Manager
	2


	Community Assessment and Participation Specialist (CAPS)
	2


	Communications Specialist (CCS)
	3


	Natural Resource Economist (NRE)
	1



87. The PCU during its final year of operation has been managed through Pacific Environmental Consultants Ltd, a Samoa-based consulting company, with three senior consultants alternating in the manager position. Meanwhile, the three technical expert positions of the PCU were left vacant. Given the timeframes for project wrap-up, set against the timeframes for hiring new personnel, these PCU management and staffing decisions, while unusual, are defensible. The management team that was hired has extensive experience with GEF/UNDP/SPREP projects and has technical competence on the IWP issues. The new management team has continued working from the existing project concept and logical framework. They have devoted considerable attention to assisting the countries to complete their lessons learned, replication and sustainability strategies, and have made a major effort during the final six months to complete and publish technical reports. 
Annual work plans and budgets, approved by the NTFs, were developed in consultation with SPREP for each of the pilot countries. As the project was implemented, it became clear that a longer planning horizon for the pilot projects would enable closer monitoring of progress, so “M&E plans” were developed beginning in 2004. The M&E plans include community-based and national outcomes and outputs. The M&E plans were clearly a management improvement, enabling the countries and the PCU to track completion of activities over time, and suggesting a sequential plan of implementation. As noted in the country report evaluations in Annex A, many of the plans confuse objectives, outcomes and outputs, suggesting that additional training and guidance would have been helpful in the M&E development phase. 
During the final 18 months of the project, the NCs urged the PCU to be more flexible on financing, and to allow limited investment support into the community pilots, for items like composting toilets in Nukuhetulu (Tonga), street lighting in Jenrok (RMI), and stream fencing in Lema (Samoa). The sense was that this would send a positive message to communities that have grown accustomed to donors providing tangible support, and who were confused why a well-financed international project provided mostly advice and training. 
 IWP Monitoring and Evaluation

88.  IWP monitoring and reporting was carried out as planned and at acceptable standards. The MTE was completed in July, 2003. The MTE recommendations focused in particular on two areas: 
· pushing PICs to take greater ownership and responsibility for pilot project management (with corresponding greater management flexibility from the PCU); and   

· significantly increasing the project focus and linkage to the regional SAP, including efforts to get countries to establish national SAPs.
89. The MTE recommendations were carefully reviewed and decisions were made at the following MPR. As a result of the MTE, greater flexibility was provided to PICs for carrying out their pilot activities. In addition, the project LF was revised and improved; for example, a specific outcome related to transboundary mechanisms was developed. 
90. Monitoring of projects was aided by quarterly reports, annual meetings and audits, and frequent workshops. The annual MPRs provided the requisite project oversight. 
4.2.3 Stakeholder Participation – regional, national and community-based 
91. Outcome 2 of the revised IWP ProDoc focuses on regional transboundary mechanisms. Regional coordination was a feature of the initial SAP development. The first regional task force that was convened to develop the regional SAP included SPC, the Pacific Islands Forum Secretariat (PIFS) United Nations Environment Programme (UNEP), WB and two NGOs: World Conservation Union (IUCN) and the Nature Conservancy (TNC). The Asian Development Bank (ADB) and the United Nations Economic and Social Commission for Asia and the Pacific (ESCAP) also participated. 

92. Once IWP was underway, there were successful collaborations with many other CROP agencies, including:

· SPC and FFA jointly implemented IWP’s OFM component. 
· SPC was involved in Niue’s local MPA project. 

· There was collaboration with SPC’s EU-funded reef fisheries program,
 including joint production of a manual, and joint workshops on the socioeconomics of fisheries assessment. 

· PIFS provided technical expertise to prepare economic valuation reports.
· CROP agencies participated in the IWP Technical Advisory Group (TAG). 
· SOPAC, FFA, AusAID and the Japan International Cooperation Agency (JICA) participated at an IWP Lessons Learned Workshop. 
· The University of Adelaide produced four regional assessment reports for IWP. 

· IWP-Fiji worked closely with SOPAC and UNEP GPA and on wastewater management issues at the national level, including development of the National Liquid Waste Management Strategy and Action Plan. 
93. These examples suggest a generally satisfactory working relationship amongst the CROP agencies during IWP implementation. Coordination with SOPAC on water resource and sanitation pilot activities could have been stronger, and would have helped them set the stage for a smooth knowledge transfer to the GEF-SOPAC IWRM project now under development. 
PIC Stakeholder Partnerships 
94. The ProDoc did not indicate specific linkages to projects and organizations at the country level. These were left to be detailed by the participating countries in their stakeholder assessments, after they had selected a focal area and demonstration site. During the project, mixed results were observed among the PICs with respect to coordination and cooperation with other interventions in the sector. Some of pilot projects did successfully link with related investment and capacity building projects, e.g. Palau (with JICA support), Kiribati (Koaki Mangi), and Tonga (Australia and New Zealand). 
95. The level of local NGO participation has been uneven across PICs, with a high level of interaction with community-based organizations, but limited participation from national and international NGOs. PNG indicated that with no umbrella group for NGOs in place, a decision was made to exclude all NGO representation in the NTF to avoid any hint of favouritism. In Fiji, NGOs were involved in the pilot selection process and participated in the NTF. 

96. The stakeholder sector that received the least amount of attention during IWP was the private sector. There was minimal effort expended to attract private sector support for IWP. This is not really surprising, as pilot community efforts tend to be small scale and therefore uneconomical for private sector involvement. Kiribati had the greatest private sector involvement, as their deposit/return program for cans, plastic bottles and car batteries is managed by a private import/export company, and another importer was providing assistance (under contract)  to bring in and distribute recycling bags. Fiji and PNG have also involved private collectors for their recycling and solid waste initiatives. On Yap, the local dive shops paid user fees to the Riken community for the right to take divers to the community’s local MPA. 
97. In the past some environmental protection projects have viewed the private sector as an adversary, but this should be supplanted by the idea of public/private partnerships. Such an approach does not imply turning a blind eye to polluters — on the contrary, the law needs to be fully and fairly enforced — but instead aims to demonstrate to private interests that they can profit from being environmental champions. There are many ways that the private sector can be involved as a partner, including by:
· running environmental services (waste management and recycling in particular have the potential to be profitable); 

· identifying income generating activities, such as composting, where business opportunities exist that also promote environmental protection;
· helping to promote environmental events through banners, radio spots, etc;
· getting markets to help underwrite the cost of recyclable trash bags and bins; and  
· recognizing the value to their businesses of keeping coastal areas clean, and helping to fund beach cleanups, assisting with local-managed MPAs, and protecting mangrove swamps.. 
98. Country LAs comprised a key group of project stakeholders, and were responsible for managing the country programs and developing national plans, laws and strategies. The evaluation mission interviews demonstrated a generally high level of engagement amongst the IWP LAs, with management very much aware of the work being carried out by the IWP country offices; they were convinced that IWP was an important part of their program. In some cases, the NC’s role as project manager and LA employee became blurred, and it was evident that some NCs were engaged in a significant number of non-IWP activities. Yet the close connection of many NCs to other departmental activities also kept IWP in the forefront, and enabled useful linkages to other department/ministry activities. 

99. IWP has shown the need for LAs to better anticipate project closure and actively plan for transition, rather than being reactive and waiting for another donor-funded project. LAs need to consider (as much as two years in advance) how they can build further financial support to carry on current efforts.    

100. The important role played by other government agencies (other than LAs) needs to be acknowledged. In the Solomon Islands and Vanuatu, fisheries agencies headed project activities, although these agencies were not the LAs. The same is true in Samoa, where the Samoa Water Authority and the Meteorological Division were key players in project implementation. 
Guidelines were established for carrying out stakeholder inventories and participation plans in each of the pilot countries. Each NC, in conjunction with the PCU, completed a basic stakeholder analysis and participation strategy, determining which stakeholders would be kept informed, consulted, and/or involved in decision making. The perception among NCs was that the exercise was helpful in developing their NTFs. The intention was for NCs to update the stakeholder matrices periodically, although this was done only by a few countries. Stakeholder identification and outreach continued with the development of communications strategies. 
101. A definitive list of stakeholders was not produced regionally, but several project deliverables (in particular the IWP Communication Strategy of March 2002) identify the types of organizations and individuals who should be contacted and kept informed as the community pilot programs are carried out. Each PIC was to develop stakeholder assessments, which were essentially lists of key groups and persons. Specific strategies for engaging different stakeholders were not established. Stakeholders identified included pilot community members, community leaders, regional and national decision makers responsible for coastal waters management and environmental organizations. 
102. The following stakeholders list (from the Vanuatu Communications Strategy, October 23, 2005) is typical: 
	Local partners:
	National partners:

	Crab collectors

Crab Bay Tabu Committee

Crab Bay Facilitators

Malampa Provincial Authority

Fisheries Extension Officer

Church Leaders

Coastal fisheries resource users 

Wider Crab Bay community
	Environment Unit

Department of Fisheries

Ministry of Land and Natural Resources

Ministry of Agriculture, Forestry, Fisheries and Quarantine Services

Department of Provincial Authority

NCSA & NBSAP Project Officers

(other) National Task Force Members
Wan Smol Bag (Theatre company)

Locally Managed Marine Area (LMMA) Network

Wantok Association

Vanuatu Cultural Centre
Peace Corps

Rural Economic Development Initiative (REDI)

FSPI (Foundation of the Peoples of the South Pacific


103. The extent of participation by different stakeholders in the community pilot projects, and success in achieving stakeholder buy-in, varied across the countries, and depended on many factors, including existing community relations and harmony, support of village elders for the pilot project, and the facilitation and conflict resolution skills of the site coordinators and trainers. 
4.3 Achievement of Objectives and Outputs, Results and Impacts 
104. The main deliverables for IWP are identified under LF Outcome 3: Strengthened processes supporting conservation and sustainable use of coastal and watershed resources. This outcome included a series of expected outputs, including: 

· Synopses of information relating to focal areas and focal areas selected.
· Generic guidelines for the design, implementation and monitoring of project-related community-based pilot activities.
· National and regional project-related communication strategies.
· Project-related social assessment and community participation strategy. 

· Economic strategy for project-related resource management and conservation initiatives. 
· Community-based pilots addressing SAP focal issue environmental concerns. 
· National and regional project-related pilots. 
· Strengthened national capacity to address priority environmental concerns and trans-boundary environmental issues. 

· Sub-regional waste recycling feasibility report.
4.3.1 IWP Focal Areas

105. Each of the participating countries was expected to take a participatory and deliberative approach to selecting a critical environmental issue to pilot, consistent with the regional SAP, and taken from the identified four high-priority issues identified in the ProDoc: improved waste management, improved (fresh) water quality, sustainable fisheries, or effective marine protected areas. 
Several of the countries implemented integrated approaches, tying IW planning efforts together with other national priorities. Niue meshed this exercise with its preparations for the World Summit on Sustainable Development (WSSD), and Palau linked its efforts with the National Biodiversity Strategy and Action Plan (NBSAP). At the other end of the spectrum, some countries merely selected a focal area and project site, without tying the effort to an analysis of key ICWM concerns and root causes. 
106. While the Pro Doc envisioned an even spread of pilot activities across the four high priority areas, the country screening and selection process resulted in particularly strong attention to waste management (8 countries), with another four countries focused on coastal resources/fisheries. Two countries targeted freshwater resources. The breakdown of pilot focal areas is as follows: 
	Country
	Focal Area
	Pilot Location

	Cook Islands
	Freshwater resources
	Takuvaine Water Catchment 

	Federated States of Micronesia
	Coastal fisheries/marine protected areas

	Riken; Yap Island, Yap State

	Fiji
	Waste and wastewater management 
	Vunisinu and Nalase

	Kiribati
	Waste management
	Bikenibeu West, Tarawa

	Marshall Islands
	Waste management
	Jenrok Village, Majuro

	Nauru
	Waste management
	Bauda

	Niue
	Coastal fisheries
	Makefu and Alofi North 

	Palau
	Waste management
	Madalaii and Ngarchelong 

	Papua New Guinea
	Waste management & coastal fisheries
	Barakau Village; Central Province

	Samoa
	Freshwater resources 
	Apolima Tai and Lepa

	Solomon Islands
	Coastal fisheries
	Mbili Passage and Chea

	Tonga
	Waste management
	Nukuhetulu Village

	Tuvalu
	Waste and wastewater management
	Alapi and Senala, Funafuti

	Vanuatu
	Coastal fisheries
	Crab Bay


107. On many of the islands, while solid waste and coastal fisheries became the pilot focal area, government officials were quick to point out that their greatest problems involved sanitation. Given the community-level orientation of the project and the lack of linked investment funding, it was logical that waste and coastal fisheries were deemed more suitable, recognizing the high cost and complexity of sanitation, especially in urban and peri-urban areas. It is expected that the upcoming GEF/SOPAC project will further investigate water and sanitation strategies among the countries. This is important as there is an immediate, urgent need to devise and implement strategies for addressing sanitation needs, particularly on densely populated atolls such as Funafuti (Tuvalu), Tarawa (Kiribati) and Majuro (Marshall Islands),.  

108. Annex A includes a review of each of the country projects, based on observations during the evaluation mission and a review of project reports. The following are brief summaries of the conclusions reached:

	IWP Pilot
	Summary of Conclusions:

	Cook Islands
	· Useful studies have been undertaken that would not have been carried without IWP financial assistance. 
· IWP provided an opportunity to undertake an economic valuation of the impact of water pollution in Cook Islands for the first time. 

· The IWP communication strategy was the first formal and systematic approach to dealing with environmental outreach to the communities and nation, and is being considered for replication by other agencies. 
· The Takuvaine Catchment Management Plan has now been legally adopted, and is the first to be developed under the Cook Islands National Environment Act
· The IWP National Steering Committee is becoming the Water Safety Plan (WSP) National Steering Committee, which currently works with the Ministry of Works and the Ministry of Health to develop Water Safety Plans, with assistance provided by WHO and SOPAC under AusAID funding.

	Federated States of Micronesia
	· While slow to get started, the Yap IWP has demonstrated success in establishing and managing an MPA, and has been instrumental in building interest from other communities to replicate locally managed MPAs at other sites. 
· The Yap State Goverment. has demonstrated its commitment to the sustainability of project outputs, and has been able to build stakeholder involvement and support, including with the private sector (i.e. dive tourism operators). 
· Yap was the only pilot managed at the state/provincial, rather than national, level. The national government had only minimal involvement, outside of transferring project money between UNDP and the LA.. 

	Fiji
	· IWP has been successfully incorporated into the Fiji Government structure. Sustainability will be increased as a result of government commitment to the project. 

· The project has successfully undertaken a range of activities at both the community and national levels. The excellent teamwork has been a huge benefit, and demonstrates that the government is capable of executing such projects if partnerships are maintained and meaningful engagement of the partners is included

· Fiji is planning to tap the GEF Small Grants program for continued community work and replication, based on work under IWP. 
· The Liquid Waste Strategy developed through IWP has been well coordinated with the national water policy and strategy under the EU-funded Programme for Water Governance implemented by SOPAC. It is expected that the institutional arrangements set out in the Strategy will provide a basis for continued progress under the SOPAC IWRM project. 

	Kiribati
	· IWP’s main achievement on Tarawa has been to greatly enhance community and government awareness of waste management issues, and to link with, benefit from and assist other, pre-existing and successful waste management programs. While IWP and other waste management projects on Tarawa have achieved considerable success in addressing some aspects of the solid waste issue, the objectives and outcomes relating to liquid waste, human waste and pig waste were only partially addressed.

· Kiribati has completed its sustainability plan (to be submitted to cabinet in the 1st Quarter of 2007. A first reading of new legislation on pollution control and waste management occurred at the end of 2006. Kiribati also finalised its economic assessment, and completed the communication plan. and an Integrated Waste Management Strategy. Plastics-free legislation has also been drafted. 

· The IWP staff and activities have been integrated into the government’s pollution control unit, and another village was added and will be replicating the 1st pilot project. 

· Thanks to collaboration with the Tuvalu NC, attendance of Kiribati stakeholders was secured to their on-site sanitation training, funded through SOPAC's EU-funded Island Vulnerability project. As a result of their participation, the Environment Division and the Ministry of Health have requested a similar training in Tarawa (as a pilot), to apply the strategy to Kiribati conditions. This will be conducted in late February, 2007.
· It is clear that the major human-health and environmental priority on Tarawa is sewage and wastewater management. It is strongly recommended that the SOPAC IWRM project focus urgent attention on addressing this major problem in a strategic, integrated manner.

	Marshall Islands
	· IWP’s main achievement on Majuro has been to increase community and government awareness of solid waste management issues. In addition, IWP has set the stage for improved national environmental planning in RMI, through its efforts to determine underlying socioeconomic aspects of waste management at the community level. It is clear that the major human health and environmental priority on Majuro is sewage and wastewater management. It is strongly recommended that future projects give urgent attention to addressing this major problem in a strategic, integrated manner.

· The IWP social economic assessment was deemed to be highly successful and is being replicated across other communities, through national financing. 

· A waste corporation was developed in 2006, to be launched in 2008.
· SOPAC is preparing interventions to address the highest priority water resource protection problem on Majuro: protection of the Laura Water Lens (which is feeding the DUD water supply), with EU funding. The Laura area is also expected to be the main focus area under the IWRM project.

	Nauru
	· Financial mismanagement caused the pilot to be discontinued in 2003, prior to the achievement of anticipated outcomes at the community level. 

	Niue
	· The project has a strong community focus. However, the level of community participation proposed was not matched by available local capacity. 
· The project has undertaken many interesting social assessment studies that have now been applied in other programs. A Fisheries Management Plan was developed. 
· The low population of Niue is an important factor in its achievements and challenges during IWP. While there was greater coverage of the pilot project, and ability to pre-test methods, because of a small population, there was also a lack of capacity to carry out activities.

· In February 2006,  IWP activities were transferred to other departments.

	Palau
	· Palau was effective in using the IWP to further its national solid waste management aims, but less successful in getting on the ground improvements in the pilot community.  

	Papua New Guinea
	· The IWP may be considered to have been moderately successful with regard to addressing waste management in Barakau and largely unsuccessful in addressing the coastal fisheries component.

· Two highly significant outcomes that have been greatly assisted by the IWP in PNG are the moves to ban the use of plastic shopping bags in PNG and the initiation of the development of a National Solid Waste Management Strategy and Action Plan.

· The IWP at its conclusion has been fully integrated into the government departments in all aspects. An additional coordinator is now on staff. Substantial national funding has been set aside for continuing the effort

	Samoa
	· The IWP efforts in Samoa initially suffered from a lack of planning, a lack of transparency in pilot selection, significant changes in government and involved stakeholders. As a result, up until the final 6 months of the project, results were limited.   
· With SPREP and the IWP PCU both based in Apia, there should have been opportunities to work with the lead agency to place the  Samoan pilot on a more consistent and successful track. 
· Community buy-in was difficult for stream-bed protection efforts in Lema, with no GEF resources provided during the first several years for constructing fences and other on-the-ground incentives. Towards the end of the project, greater spending flexibility allowed for stream fencing. 
· The whole country concept changed when the sustainability strategy was completed and implemented in the final six months of 2006. In the pilot areas water intakes were upgraded and storage tanks were constructed to improve water quantity and quality. 
· Water reserve zones were fenced to prevent animals (cows and pigs) from reaching the main water source. Awareness and extension materials were finalized (with dissemination to the public still pending). An MOU had been signed between the community and national government to secure community commitment. 

· Basic baseline data on quality and quantity have been amassed and analyzed. 

	Solomon Islands
	· There was a very low level of participation in IWP-SI by members of the NTF, particularly on the part of government side. 

· Most of the activities are still in the relatively early stages and require additional support before they come to fruition, so it is difficult as yet to identify far reaching positive effects. 
· WWF is taking on some financing support for continuation and replication activities. 

	Tonga
	· The project has been designed and implemented in a strategic and successful manner and shows great promise for sustainability. The Tonga IWP management has recognized that not all activities will be completed within the IWP time frame and they are looking beyond IWP to obtain funding assistance. Activities have been identified that will be continued beyond 2006, such as enforcement of village regulations, ongoing rubbish collection, education/awareness efforts, etc. Although, the project has shown excellent progress towards achieving its goal, the impacts will not be realized immediately. The continued progress towards the goal will largely depend on the commitment of key stakeholders to satisfactoryly see it through to its conclusion. 
· The success of the project to date owes very much to the excellent work of the NC, which shows the importance of recruiting the right people for such positions. 
· Many administrative changes have taken place, and the department is moving back to the Ministry of Lands. The national waste strategy is being finalized. There are delays in completion due to government turmoil. and of 5 externally funded projects in the department, four are ending, so there are critical funding and staff issue to address. 

	Tuvalu
	· The Tuvalu IWP focused on one of the key environmental issues facing the island (solid and liquid waste management) and raised awareness of the direct link between groundwater contamination and the threats to human health. 
· The project suffered from a lack of the necessary legal/regulatory foundation for addressing household waste and sanitation problems.   

· Tuvalu has been developing a proposal to the EU to address the borrow-pit issue linked to improving their access to water and sanitation within an integrated water/wastewater framework. 

	Vanuatu
	· The IWP in Vanuatu can be considered a success, with all community-level objectives and outcomes being achieved, good progress being made towards the national level objectives and outcomes, apparently good prospects for sustainability and replication without further GEF intervention, and many benefits having been realized beyond the initial scope of the project. 

· A Community Development Fund was launched during the 3rd Quarter of 2006, designed to help replicate the Crab Bay success, to support resource substitution and income generation. 


4.3.2 Knowledge Management and Communications 

109. The regional communications strategy and its implementation across many of the participating countries and pilot communities were project high points. In many of the PICs there was a creative use of media and communication techniques, and heightened awareness of the issues. Anecdotal evidence from the pilot communities suggests a high level of awareness about the IWP was attained through the creative use of print, radio, and printed materials (e.g. calendars, posters). Several of the communications strategies utilized non-traditional communications tools, such as community theatre (Vanuatu) and popular music (Kiribati). Staff in several of the pilot projects significantly raised their skills, and produced high quality video presentations. Recognition of the successful communication program comes not only at the community level but also from international sources. Five of the IWP countries submitted papers that were subsequently approved for presentation at the World Congress on Communications for Development (WCCD – Rome 25–27 October 2006). 
110. The ProDoc focused on sharing technical information. The PCU and many NCs were able to shift this traditional approach to one more focused on empowerment: taking community action on environmental issues and promoting individual responsibility. The IWP communications effort used a variety of communications techniques and formats. A regional communications strategy was developed, national communications strategies were then developed (with public relations, social marketing and education components). A web site was created, and the country offices developed newsletters, educational materials and media events. A conscious effort was made to reach people in the pilot communities with information that was relevant to them, and in formats they were likely to be receptive to.

111. The IWP website is informative, and has averaged around 400 hits a day during much of 2006. Unfortunately, in the later project stages the site has not stayed current on pilot activities and accomplishments. 

112. A key issue during the final project months concerned the backlog of NC and consultant reports yet to be finalized, set in standardized IWP formats, and published. The PCU contracted an editor to review, edit, and prepare for publication the more than 60 reports in the pipeline, some of which were over two years old. The effort continued through the end of the project in February 2007, and ultimately a total of 57 technical reports were published, 40 of them in the final six months. All will be made available through SPREP’s website.    

113. There were good interactions between IWP and the GEF IW Learning Exchange and Resource Network (IW: LEARN). The communications activities carried out within IWP have received wide notice and praise internationally thanks to IW: LEARN. IWP, at the urging of IW: LEARN, put together large (1 × 2 metre) story panels with photos and caption text illustrating key messages and community-based activities from the IWP water resource management communications campaigns in Kiribati, Vanuatu, Papua New Guinea, Tonga, Samoa, and Fiji. The IWP panels were prominently featured within an IW: LEARN exposition entitled: Gender-Water-Climate "Unity in Diversity", which has been displayed at the following venues worldwide:

· Development & Adaptation Days, COP-11, Montreal, Canada, December 2005

· Global Forum on Oceans, Coasts & Islands, UNESCO lobby, Paris, January 2006

· 4th World Water Forum "Local Actions" display area, Mexico City, March 2006

· 3rd GEF Assembly, Cape Town, August 2006

· Climate Change & Disaster Preparedness workshops with Caribbean National Red Cross Societies of Bahamas, Cayman Islands, St. Kitts and Nevis, Antigua and Barbuda, January 2007

114. IWP had ample opportunities to contribute to SPREP knowledge management initiatives. A review of the SPREP IWP website suggests that opportunities were missed. For example, the SPREP publications list includes waste characterization studies for Tonga, Vanuatu, Solomon Islands, PNG, Tuvalu, Kiribati, and Samoa. Unfortunately, none of the waste characterization studies done in the eight IWP PICs that focused on waste have been included. The waste characterizations are also from the SPREP Solid Waste Management project in 2000.  At the time of writing the SPREP site included 17 IWP reports, with the remainder to be posted upon publication (in late 2006/early 2007). 

4.3.3 Social Assessment and Community Participation

115. An IWP Social Assessment and Participation Strategy (2002) was developed as guidance to NCs, PCU staff and associated participants. The aim was to assist NCs in developing work plans and carrying out social assessment activities. While the Strategy was never finalized, the draft strategy provided a useful working frame for IWP country pilot activities. 
116. A Gender Policy was developed by the PCU in 2002, but never completed. Reflecting on UNDP Gender Policies (see UNDP Guidance Note on Gender Mainstreaming, 1997), it can be stated that the IWP was generally managed in a gender-sensitive manner. For instance, UNDP policy on Gender Balance in Management includes the requirement for equal (50:50) participation in decision-making bodies. The PCU, through most of IWP implementation, included two male and two female senior staff. In addition, female NCs were selected (by PIC governments) in Fiji, Niue, Kiribati, Vanuatu and Cook Islands. 
117. Gender issues arose in a number of the community pilots. One of the most challenging circumstances arose in Fiji, where a young female NC of Indian background had to work with a strongly patriarchal local Fijian community leadership. That this project was successfully carried out of is a testament to the NC’s diplomatic skills. 
118. An initial training workshop on community facilitation and participatory project planning was held in Niue in September 2002, and the results used to formulate a series of four sub-regional “train the trainers” workshops in 2003. Attended by representatives from all 14 pilot projects, the workshops trained approximately 60 participants including NCs, and NGO and national government agency representatives, on aspects of facilitation, stakeholder analysis, participatory problem analysis, socioeconomic surveys, solution trees, participatory impact assessments and project mapping. National-level training workshops supporting local IWP facilitators were subsequently held in Vanuatu, Fiji, and Kiribati. 
119. A SPREP Resource Kit for Facilitators of Participatory National Resource Management in the Pacific grew out of the 2003 sub-regional workshops. The tool kit includes 6 modules: introduction; engaging stakeholders; learning abut NRM problems and stakeholders; learning about the socioeconomic context; planning for change; and planning for action. Indications are that the tool kit is attracting interest beyond the IWP with inquires from SPC, FAO WWF and others, and potential modification and  use for the SPREP Invasive Species program. It is available on the IWP webpage. 
120. The participatory training efforts have been of benefit beyond the IWP pilot projects. For example, persons trained in Niue through IWP were subsequently involved in the SPC fisheries project, and some communities members in Fiji went on to assist other communities. 
4.3.4 Economic Analysis

121. The IWP Pro Doc did not specify the nature of economic inputs, except to make provision for the “recruitment and hiring of the necessary expertise to assure the requisite level of resource economics” to “determine the economic viability of demonstrations” (ProDoc 1999: 24). There was no discussion of economic incentives, or economic valuations, or elaboration of the economic consequences of national-level environmental strategies and legislation. The vague framework for economic activity was then fleshed out in a PCU-developed Economic Strategy in 2002. The strategy was developed in draft form, posted on the net and revised several times during the project. 

122. The following economic analyses were carried out during the project.
 It is important to note that out of 14 pilots, 8 undertook some economic assessment and valuation work. 
	Country
	Activity
	Date

	Cook Islands
	· Economic valuation of watershed problems
	2004

	Palau
	· Economic valuation of problems caused by waste
	2005

	Kiribati
	· Assessment of the green bag scheme
	2005

	Kiribati
	· Assessment of the impact of the green bag scheme
	underway

	Tonga
	· Economic analysis of waste
	2006

	Fiji
	· Economic analysis of waste
	underway

	Tuvalu
	· Benefit cost analysis of alternative sanitation systems 
	underway


123. While most of the focus of the economic effort was at the country and community level, one regional activity was carried out under the economics section, delivering a Train: Seacoast course on economics for community based environment and development projects in the Pacific. Funding came from the UN Division of Ocean Affairs and Law of the Sea (UNDOALOS). 

4.3.5 Legislative and Policy Reforms
124. One of the most challenging aspects of IWP has been the effort to link community activity with national policy development. Each of the countries was expected to consider national strategies for addressing the priority environmental concern in tandem with community-based pilot activities. The pilots were not to be an end in themselves, but rather a proving ground, from which the national governments could test approaches, find useful solutions and role them into national strategies. As articulated by the PCU communications specialist in his comments for the WCCD Forum: “Perhaps the greatest barrier to effective communications was the lack of clear objectives for institutional strengthening and the integration of project lessons into lead agencies at the national and regional levels’.
125. Legislative reforms should naturally emanate from the national resource management plans that were expected deliverables in the IWP country programs. While many of the IWP country programs reviewed current legislation, identified gaps, and proposed new legislation, the achievement of legislative reforms is unfinished business for the IWP countries. Results were as follows: 
· Several of the PIC programs, including Tonga, Kiribati and Marshall Islands, provided input to new national waste strategies and/or the creation of a National Waste Authority. In Niue, legislation was developed for community based fisheries. 

· In Niue, by-laws were developed, although legislation has not been passed.
· As a result of the IWP, a draft water resource bill to establish a Water Authority is now with the Department of Water Works in the Cook Islands, which has responsibility for further action.
· In Vanuatu, national fisheries legislation has been amended to include principles of traditional management into their M&E plans. Yap undertook an institutional review related to coastal fisheries. ADB conducted institutional and legislative reviews on behalf of the Cook Islands IWP. Also, legislative reviews were conducted in Fiji, Kiribati, Samoa, Solomon Islands and Tonga.  
· IWP Fiji managed and coordinated the formulation of a National Liquid Waste Management Strategy and Action Plan and a new Wastewater Standard.
4.3.6 Sector-specific issues: 

Waste Management
126. The SPREP member states have recently approved (2005) a regional waste strategy. The PCU provided information on the IWP waste characterization efforts to SPREP during development of the Strategy. The Strategy serves as a useful review of waste problems and remedies for the PICs. It notes that many PICs lack the necessary national legislation to enable effective programs for waste minimization and recycling. It further notes that impediments to private waste industry development remain in most PICs. Additional support to SPREP from the PCU on waste includes a waste kit, with waste minimization techniques, which IWP helped finance. 
127. Within the IWP waste management pilot projects, communities developed recycling and composting methods to reduce waste loading into landfill sites and to maintain cleaner neighbourhoods. Several PICs have made significant progress on the development of their national waste management programs. 
· Kiribati has made dramatic improvement in terms of recycling. Neighbourhoods on Tarawa are remarkably free of cans and bottles, as they now have value as a recycled commodity, thanks to a privately-managed recycling concession. The deposit/return program being implemented on Tarawa is focused on plastic and aluminium cans. Car batteries can also be returned for a USD  10 fee. 
· Tonga is well on its way to developing an integrated waste management system, having deftly combined IWP community-based knowledge with bilateral donor investments. 

128. Efforts to reduce pollution from pig waste were not very successful, as community members felt little compulsion to restrict free ranging pigs, and real reluctance to combine with others to create communal pig farms. The pig waste problem was further stymied by a lack of available funding for new piggeries. The following problems were observed:

· Social and economic considerations, including land ownership, made the proposed solutions (typically development of communal piggeries) difficult for pilot community members to accept.  
· Some literature was made available to communities regarding the design of more environmentally-friendly family-plot piggeries, which may hold out greater promise for acceptance than communal piggeries, but no real effort was put into demonstrating and obtaining financial support for this option. 

· A previous effort in Tuvalu to include a biowaste digester with a communal piggery was observed during the evaluation mission. The AusAID-funded digester was broken and the sty was unused.  Biowaste energy production requires a much larger sty population than was present in this demonstration design and spare parts were hard to obtain; the community was not eager to adopt this communal piggery approach. 
Sub-Regional Waste Oil Study

129. A sub-regional waste oil study was mentioned in the ProDoc. The study was not completed, and in fact fitted poorly with the rest of the project. The PCU turned to the SPREP waste team for work on this activity, and some preliminary research was carried out in 2002 to consider a waste oil recycling facility in Micronesia. The research did not progress very far, and the PCU took the remaining USD 20,000 funding and folded it into the budget for country pilot projects. This was an understandable decision by the PCU, although with the SPREP regional waste strategy under development simultaneously, it should have been possible to make progress in this area. 
130. In the future, as the recycling programs of Kiribati, RMI and other PICs continue to develop, recycling of used oil should be considered. A feasibility study is merited, focused on a specific country. Of the several PICs visited during the valuation mission, Kiribati appears best positioned to pilot used oil recycling. 
Coastal Fisheries
131. IWP demonstrated that strategies such as demarcation of protected areas, restrictions on harvesting, and utilization of revenue substitution methods (e.g. different ways for families to earn an income – such as through tourism) can be effective in addressing root causes. Measures were successfully implemented at the community level, and are being replicated elsewhere, despite minimal financial investments from IWP. Challenges remain with respect to:

· monitoring sites to gauge species recovery;  
· ensuring accuracy and scientific rigor; 
· pinpointing the most effective size and location for locally-managed MPAs; and 
· tying these local initiatives into country-wide coastal resources management programs.   

132. The pilot projects in Vanuatu, Niue and Yap helped to restrict resource overexploitation and build a sense of community responsibility. Many of the islands have community authority and/or responsibility structures that are well suited to coastal fisheries protection, as village chiefs and elders can institute fishing tabus and maintain compliance. 
Sanitation

133. IWP made some progress in developing remedies for PIC sanitation problems, especially on densely crowded atolls, but serious issues remain. In Tuvalu, groundwater pollution, resulting from poor sanitation, is a problem impacting both human health and the environment, and the social/economic assessment that was developed provides clear evidence of this link. Unfortunately, IWP-Tuvalu only scratched the surface with respect to remedies. 

134. In several countries IWP championed the construction of composting toilets. Efforts to convince local communities of the merits of using composting toilets were uneven, with support understandably higher when financial support to build the toilets was available, and when national and local governments were supportive. Interest also logically dissipated as population densities increased in more urban communities. In the rural Tongan community of Nukuhetulu, each of the ten households will soon have a composting toilet, funded by IWP, CanadaAid and local sources. In the more urban and congested community pilot projects on Funafutu, in Tuvalu, two demonstration toilets were built, but the effort has not expanded, and there was a noticeable lack of interest in this approach from some community members. 

135. In Fiji there were conflicting government messages. For example, the Department of Health financed a new flush toilet and septic system for the pilot community at the same time as IWP was making efforts to introduce composting toilets. While composting toilets are a reasonable solution for rural areas, it is unrealistic to expect that densely populated communities facing septic system-generated pollution problems will revert to composting toilets. The response from community members in Funafuti bore this out. In particular, there was no support from the local government (kaupale) to force people to build composting toilets rather than continue using their flush toilets. 

136. IWP viewed its role to be one of changing attitudes — at the community level — about environmental protection in general, and specifically regarding the advantages of replacing (faulty) septic systems with environmentally more appropriate composting toilets. After initial scepticism, and confusion over why IWP was not funding the construction of  toilets for each community household, the community projects in Tonga, Tuvalu, and Fiji were successful in building interest and support, aided by a few “demonstration” toilets in the communities. Tonga has now progressed even further, with donor and government funding arranged to construct toilets for all ten households in Nukuhetulu. Securing funding for community-wide efforts in villages larger than Nukhetulu represents an investment challenge for each PIC. 
137. Beyond the financing issues, the shortcoming to this small-scale sanitation effort was that it limited communities to consideration of just one option — standalone composting toilets — without providing a more robust consideration of the variety of sanitation options, their cost and the environmental implications. Reticulated sewage systems offer the greatest convenience but at high installation and running cost. Constructed wetlands offer excellent treatment at lower cost than traditional waste water treatment facilities but need a large amount of space. Septic systems are less costly but have high environmental impact if not operated properly. Low flush and dry toilets can reduce the loading into sewage and septic systems, but usually entail higher purchasing costs (for low flush) and more “hands on” maintenance (dry toilets). The composting toilet outhouses being recommended in several IWP pilot projects offer low construction costs and the lowest pollution-related impacts (assuming proper construction and maintenance), but with less privacy and convenience. Changing attitudes is fine, but community members deserve to know the options, and a decision to convert to composting toilets will be all the more powerful if communities understand these to be the best available alternative. 
Water Resource Protection
138. Reports from the pilot efforts in Lema, Samoa, suggest that some communities are now restricting livestock access to watersheds, and are recognizing the importance of tree cover for soil retention and reduced silting. 
139. In the Cook Islands, the Takuvaine Catchment Management Plan is now a legal document, and work is underway to prepare for its implementation. Of particular note, traditional leaders on Rarotonga have expressed interest in expanding the work carried out by IWP, for protection of both biodiversity and the freshwater resources within the catchments. 
4.4 Sustainability of Results 
140. During the final project months much emphasis was placed on sustainability and replication, with several workshops and IWP meetings, and PCU members travelling to the countries to review and help plan their post-IWP strategies. This emphasis is well-considered, and should result in the continuation of many national ICWM activities. 

141. Because many of the sustainability strategies were not finalized until late 2006, their utility for the purposes of end-of-project planning was limited. Most provide a good snapshot of what was accomplished.  Unfortunately, what happens in 2007 and beyond is only briefly considered and relates primarily to the fate of the IWP office and staff, and expectations of strategies to be completed. Tonga included a planned 2007 budget (USD 84,000), a list of donors to solicit for funding support, identified the need for consulting assistance to complement its integrated waste management strategy, and noted preliminary discussions for assistance from the SPREP Pacific Waste Project. The Fiji strategy indicated that the government expected to absorb IWP-Fiji staff, and to work with the Ministry of Fijian Affairs to replicate the IWP waste management activities in other communities. 
142. Kiribati’s strategy, drafted in July 2006, noted that the 2007 budget of USD 72,000 is unsecured. Kiribati also lists some donors to contact for additional support. Kiribati indicated that it would be developing its integrated waste management strategy in late 2006 and early 2007. The Solomon Islands sustainability strategy focused mostly on 2006 project completion activities, but also defined a suggested work plan for 2007, with 18 activities at the local and national level, including establishment of a Coastal Fisheries Unit in the national government, expansion of local seaweed farming in the pilot site, and further aquaculture training. As with many of the sustainability strategies, the consultant-written Solomon Islands strategy provides a set of recommendations rather than a government approved strategy document. 
143. The Cook Islands strategy took the novel approach of including a table analyzing strengths, weaknesses, solutions and opportunities; however, the opportunities needed further refinement (for example, from p. 14: “provide physical presence of what the project can do and build up the confidence of the people in the project area and build up support for the project”). 
144. The sustainability strategy exercise was useful, in that it helped focus NCs on the work still needed to successfully complete IWP. The effort was inadequate, however, as a tool for Ministry planning to achieve the broader project objectives of improving coastal water quality and protecting coastal resources. For example, the success of a locally-managed MPA should shape recommendations for a network of protected areas, and restoration of specific coastal marine species. A waste pilot project should provide lessons for island-wide recycling and composting programs. A watershed focussed pilot project should set the stage for catchment basin planning across the country, including how to tackle difficult issues involving land ownership rights. A sanitation-related pilot project should crystallize ideas for investment projects to fix overloaded septic systems, support the construction of composting toilets, and consider the feasibility of different types of wastewater treatment systems. 
145. Sustainability will be a challenge in the IWP countries, due in part to financial requirements, and also to the incomplete transition from community pilot activities to the adoption of national strategies and regulations. Recognizing the delays in launching pilots, it is not surprising that the project end has come too soon for replication and national policy implementation to be achieved. The participating PICs, assisted by SPREP, are urged to continue their sustainability efforts. 
4.4.1 Potential for Replication 

146. With 14 pilot projects, IWP is by definition designed for replication. Each of the 14 demonstration projects were supposed to be selected in part based upon their potential for replication (ProDoc: 56). The expectation at IWP conclusion is that the community-based and national level outputs can provide models for other communities, and national governments, within the region and among other SIDS. 
147. A draft replication strategy for IWP was developed during 2004–2005 to provide a framework for countries and regional agencies as they consider lessons learned from IWP and the extension of pilot projects in the region. The pilot countries are now engaged in developing replication strategies, as a subset of their sustainability strategies, and most are expecting to complete and get national government approval of their sustainability plans during the final months of 2006. 

148. Based on the mission interviews and subsequent IWP quarterly reports, some of the country programs are likely to show replication success, including:   

· On Majuro (Marshall Islands) the social/economic baseline analyses from the pilot area were well received and used as a vehicle for social/economic assessments across the country. Assessments are now being applied on 12 other RMI islands, funded through ADB. 

· On Yap, four of the five villages that were interested in hosting the coastal fisheries/protected areas effort have indicated an interest to replicate the IWP experience and two have already demarcated protected areas. 

· On Vanuatu, both the Environment and Fisheries departments reported that efforts were underway to utilise the community-based resource management regime developed for the IWP pilot site at Crab Bay at other sites throughout the country. In addition, continuing efforts in Crab Bay are planned, with the Fisheries Department supporting a trochus reseeding program, and Japan (through JICA) providing support to replicate some of the Crab Bay initiative components (especially the social assessment) in other communities.  

· The Ministry of Fijian Affairs has agreed to replicate best practices in waste management in other parts of Fiji. 
4.4.2 Future Donor Support
149. The project document and logical framework (Outcome 6) envisioned that donors would be approached towards the end of the project to discuss ways to continue supporting IWP interventions. The planned donor conference did not materialize. Nevertheless, the PCU has indicated that the countries are having success in generating both national and international support for the continuation of IWP activities. In its 3rd Quarter Report, the PCU noted that 7 of the 14 pilots have confirmed their government’s intention to roll IWP activities into ongoing Ministry programs. 
· The IWP effort in Tonga linked with the Australia and New Zealand-financed landfill projects on Tongatapu, with joint effort on new waste legislation for a waste authority. Interestingly, the IWP’s successful work with community women’s groups spurred the idea to enlist these groups for fee collection services.  Also in Tonga, the Canada Fund will reportedly provide 60% of the budget for composting toilets in the IWP pilot community Nukuhetulu, with IWP and the 10 households providing the remainder.  

· ADB is funding socioeconomic assessments across the island of Majuro, based on the IWP model from the Jenrok community. 
· Kiribati was able to utilize ADB funding for its waste recycling deposit/return program development. 
· Palau is looking to JICA for landfill redevelopment work. 

· Fiji has secured funding from UNEP/GPA to build capacity on animal waste management, including a study tour to Xiamen China for a small group of Fijians. 

150. The pilot countries are now shifting their attention to new project opportunities. It should be noted there are a number of GEF support mechanisms available that can sustain IWP-related activities:

· The GEF/UNDP/SOPAC Integrated Water Resources Management (IWRM) project now under development. 

· The UNDP/GEF Pacific Adaptation to Climate Change (PACC) project under development. 
· The GEF Small Grants program, which is expanding in the region. 

· The GEF Development Marketplace annually selects innovative projects to receive support in the USD 50,000 to USD 200,000 range, using an expedited competition format. There are 105 finalists for the 2007 allotment and 16 in the East Asia/Pacific region, (unfortunately none from PICs). 
5 Lessons learned  

151. Outcome 5 of the LF seeks to “maximize regional benefits of lessons learned from management of oceanic and coastal and watershed resources”. The expected outputs are lessons and best practices for community-based, national-level and regional conservation and resource management initiatives. 
152. Significant time and resources from the PCU and PICs has been put into identifying lessons learned. The PCU held two workshops with NCs in 2005/2006 to discuss lessons learned, and the outcomes reports from both workshops point to many useful lessons. 
National Program Management

153. The IWP countries went through extensive reviews to identify their priority area of concern early in IWP but the national strategy context was subsequently lost as activity shifted to the community level. The lesson here is that community-based natural resource pilots that are nationally managed need to be strategically oriented. Recycling programs, deposit/return programs, composting initiatives, etc. are useful for national governments to pilot if they are then used to motivate public support and test operational strategies for a national waste management strategy. Locally-managed marine protected areas are useful to pilot to test approaches for national integrated coastal resources strategies. The key is having a national policy context driving the pilot effort.
154. The problems faced by PICs in completing the remainder of their activities prior to project conclusion suggest that long term plans of action are needed for country programs to avoid drift and to reduce delays. While adaptive management and flexibility are important, they can only work if there is a plan in place setting out a sequence of activities that leads from assessments and communications strategies to implementation and monitoring. 
155. The distance between the country capitals and the pilot sites, and the work load from national strategy efforts and reporting responsibilities made it difficult for many of the NCs to focus enough attention on keeping the community pilot activities moving. Future projects, when managed by national governments, need to budget for an on-the-scene manager, ideally with facilitation and conflict management skills. 

NTF Engagement 
156. The IWP experience with NTFs was varied, with some working well and others barely functioning. Several related lessons arise from this experience: 

· Many of the best performing NTFs, for instance in Vanuatu, were subsumed into committees with larger (sector–wide) agendas, and included sub-task forces to handle IWP- specific activities.
· NTF members, if expected to address community pilot issues, should travel to and meet persons in the pilot community, so they understand community issues before making decisions. 
· NGOs and private sector representatives should be included in NTFs for their expertise and support. 
· NTFs at the national level are fine for the overall management of national components, but village level coordinating committees should be established to oversee local projects. This is especially the case in the many PICs where traditional village authority structures remain strong. 
· Compensation for attendance in NTF meetings was an issue in several countries, and had a significant impact on NTF participation and effectiveness. Payment for out-of-pocket travel costs and to cover meals is permissible for NTF participants, but sitting fees must be avoided. 
Communication and Public Awareness

157. Communicating ideas and presenting facts are different activities. Publishing a report that no one understands or bothers to read is not communicating. The key to communication — especially at the community level — is to deliver a message in a way that the targeted audience understands, through a medium they pay attention to. The IWP communications strategy evolved from a factual presentation mode (in the ProDoc design) to a community-based communications approach, using theatre, music, TV, radio and printed media. IWP successfully raised awareness of the importance of individual and community actions to protect and cleanup their environment. While citizens may not have learned that the IWP was implementing a SAP, they did come to understand that biodegradable “green bags” were available at their local grocery store on Tarawa, and were better for the environment. 
 Country Ownership, Initiative and Leadership

158. The sustainability strategies being completed by the NCs and their staff are expected to be approved at the national government level. This government approval is critical to build ownership and national support for continued IWP activities.  

159. Yap was the only project managed at the provincial level, and encountered difficulties in getting the attention of the FSM national government to consider strategies, policies and legislation building from the IWP pilot effort. A direct link to national government is required for IWP experiences to influence national policy setting, so provincial level projects require that there also be an active LA at the national government level. 
Community Participation 
160. Some of the IWP community pilot projects suffered initially from perception problems, especially as it became apparent that country project funding was mostly earmarked for project staff, consultants and workshops, and not direct community investments. The experience from Fiji provides an interesting lesson on the importance of not overselling the “rewards” of being a pilot community. Initial advertisements there led communities to believe that USD 400,000 would be directed to the selected pilot community. Community members in the selected community were then understandably confused when it became clear that very little actual investment would be forthcoming. Such IWP experiences reinforce the need for clarity on pilot community selection criteria and what communities will receive. 
161. Issues of land ownership and natural resource management can be contentious in many PICs, where increasing populations, limited resources, and traditional social hierarchies all impact on even minor land use decisions. Lessons from IWP show that inclusiveness, open dialogue, and good information are keys to achieving success. Cattle owners in the Lepa water basin pilot in Samoa, for instance, agreed to restrict the access of their animals to the streambed after meetings were held to discuss the impact of such practices on water quality, and after the project agreed to provide fencing material for the area. .

Regional and Inter-governmental Cooperation

162. All projects face a balancing act of how best to coordinate with other organizations working in the same sector or region to avoid duplication of effort, and to build on synergies, while keeping the coordination efforts from becoming too time consuming and a drag on efficiency. IWP took a common sense approach to cooperation and coordination with the other CROP agencies, by identifying and hiring experts from these agencies to use their technical expertise for the IWP effort. In so doing, knowledge was shared and regional cooperation expanded without excess workshops, Memorandums of Agreement and other potentially burdensome integrating activities. 
163. The coordination between SPREP and SOPAC during IWP, and now in planning for the SOPAC IWRM, could have been closer and more successful. The two organizations have overlapping mandates and competencies in the water and waste sectors, and provide services to many of the same agencies and officials in the member states. While each has advisory group status (for the IWP and IWRM projects), there should be consideration given to direct involvement and partnership when it is clear each organization has something to contribute. The OFM portion of the IWP successfully identified a direct role for other CROP organizations. Future water and waste projects in the region would benefit from linkages that exploit the combined talents and resources of SPREP and SOPAC. 
Use of International and Local Consultants

164. The use of one or more national or international consultants to assist several pilots can help to build cross-regional synergies and capitalize on lessons learned. The work on waste management strategies and the development of deposit./return recycling programs for Kiribati and RMI is a good example of replicating success across countries with similar needs.
165. Results from the pilot community participatory workshops point strongly to the need for competent facilitators that can deftly lead communities towards action. This represents a major challenge in many communities where animosities, clan loyalties, or opposition from an influential participant, can stymie progress. 

Application of Lessons Learned - Biodiversity Conservation Program 

166. The TOR for the evaluation included an expectation that the IWP achievements be considered against the lessons from the terminal evaluation of the 2002 GEF/UNDP/SPREP SPBCP.

167. The SPBCP TE mentioned that one of the shortcomings of the project was the “little” use of NGOs as partners in implementing the Program, despite their suitability. This criticism could be considered for IWP as well, because it was a implemented by national governments, and the community pilot projects were managed by coordinators working for national ministries. The issue should be further clarified, however. When discussing NGOs it is important to differentiate between community-based organizations (CBOs), including village community committees, and the more formally organized non-governmental organizations, which may be national or international in scale and orientation. Both of the SPBCP and IWP worked extensively with CBOs. The IWP pilot projects especially had great success working with community women’s committees. The availability, and competence, of NGOs in the Pacific region is a point of contention, with many NCs indicating that their options were limited in finding NGOs that had the required expertise for working on IWP. If this is indeed the case, than it represents an opportunity, across the region, to consider mechanisms to improve the capacity of NGOs, as well as to more fully take advantage of  scientific, engineering and management talent available through academic institutions and the private sector. 
168. The SPBCP TE commented on the problem of taking a regional delivery approach across such a wide area, notwithstanding the expectation of national level execution of the community-based projects. It suggested that national and local approaches should be preferred, except in cases where sub-regional approaches would help with skills transfer and technical support. This evaluation has also considered the issue of geographic scope. As note previously, the IWP efficiency problems were more related to project delays as a result of the project start up design, and to project management skills issues at the country offices. Especially given IWP’s OFM component, and the intended region-wide synergies and knowledge sharing in the IWRM component, the regional approach for IWP was reasonable
169.  The SPBCP TE noted that in the project, SPREP took a “go it alone” approach and did not utilize opportunities to build from the community rural development experience of other CROP agencies, in particular SPC.  For the IWP, SPREP was more successful in interacting with other regional entities. The OFM component was subcontracted to the FFA and SPC. In addition, PIFS was significantly involved in the economic analysis aspects of the ICWM component, with their natural resources economist playing a key consulting role. 

170. The SPBCP TE indicated concerns about the risk identification and management measures included in the Project Document. The third iteration of the IWP Log frame (2004) includes a good, albeit brief discussion of risks, including at the community level.
171. As with SPBCP, IWP was extended (by slightly over two years rather than five); neither project document was revised as a result. However, the IWP LF was revised after the MTE, in light of the MTE recommendations and the two-year extension. 

172. The multi-level financial and administrative reporting scheme adopted for the SPBCP was essentially retained for IWP. It appears that similar tensions between program management and the country projects were experienced over reporting and cash flow in each project. In future regional projects, SPREP and UNDP should consider the lessons from these two projects, and make arrangements for:

· NC project management training, and web-based support tools.
· Project  planning, scheduling and finance tracking templates with guidance manuals for managing country projects.
· Agreements with countries at project start up on what the contract payment arrangements will be, including country flexibility to “carry” staff salary payments if there are payment delays due to reporting delays.

· Decoupling country payments, so that the majority of countries who report on time are not held hostage to the minority that have not. 

173. A noticeable difference and improvement from the SPBCP arrangements and focus was seen in the area of community engagement. Recognizing that the two projects had different objectives, the IWP efforts on participatory processes, on local capacity building, and communications were strong positive moves forward. 

174. The SPBCP received support in the TE for its work on income generating activities. IWP also included several pilots where income generating activities were emphasized (Tonga, Vanuatu, and Yap). Future regional projects should place even more focus on deriving economic benefit from environmental protection, recognizing that waste has value, a clean environment can stimulate tourism, clean water and good sanitation reduce health costs, and sustainable fisheries bring more income than depleted ones.  
175. The SPBCP TE (Overview: 11) suggested that “More time and care need to be spent on program preparation and design. The starting point must be a comprehensive analysis of the problem to be tackled”. IWP was designed to provide this additional time, enabling the countries to dig deeper into root causes within a comprehensive analysis of their environmental concerns. The problem was that this time was taken during a prolonged inception phase. Future projects need to get the initial analysis, topic and site selection procedures taken care of during the PDF-B planning stage, so that pilot activities can commence quickly. 
6 Recommendations

6.1 Sustaining and Replicating the IWP 

PIC and SPREP Actions

176. The rush to complete and implement sustainability strategies during the final six months of the project suggest that this effort should have started earlier in the process, and been included as an integral part of the M&E plans from the beginning of country implementation. While the specific activities to be sustained will evolve during projects, the mechanisms that governments need to use — including cabinet and parliamentary approvals of laws and policies, and feasibility studies for future investments — can be anticipated early on, and planned for accordingly. 
177. The IWP emphasis during the final year on deriving lessons learned and formulating sustainability strategies was important and time well spent, as long as the lessons are really learned, and the strategies implemented. As noted in the earlier discussion on sustainability, the strategy design and content were more focused on near-term project ending efforts, and did not get to the point of discussing longer-term sustainability, which is a conversation that should take place with senior ministry officials, not NCs and their consultants. Future regional projects should continue to include sustainability strategies, but with a pre-agreed government commitment that it is the responsibility of the National Task Forces to commission, agree on, and implement these strategies.  

178. IWP has generated a great many reports of regional, national and community scope, which have application not only in the Pacific but in other regions as well. Once the PCU and SPREP complete their editing efforts, the reports, project briefs and communications information, including PIC-produced videos, should all be posted onto the SPREP web site and lodged in the reports database. There is strong interest among the IWP countries for SPREP to facilitate continued information exchange on IWP issues (e.g. solid waste management, river basin management, coastal fisheries and sanitation). 
179. SPREP should now work with the GEF IW: LEARN staff to identify a subsection of reports and communications materials that should be posted to the IW: LEARN site, choose and produce a select number of project summaries and briefs for IW: LEARN to feature, and brainstorm additional mechanisms for sharing the IWP lessons, especially with other SIDS.   
180. SPREP should assist PICs in linking the pilot project experiences and country lessons back to SAP implementation. 2007 will mark the 10th anniversary of the regional SAP. SPREP should carry out an appraisal of the SAP, in light of the passing 10 years, and the IWP experience. The results of the appraisal should be taken up at the annual meeting of SPREP focal points in 2007. In particular, it would be useful to consider significant revisions to the SAP to make it a more useful document, including objectives and milestones that member states can negotiate and then agree to achieve.
181. In the aftermath of IWP, SPREP can provide an important service to each of the participating countries by working directly with them to devise projects and feasibility studies that address the IWP topics nationally. 
182. One common problem at the end of capacity-building projects is the difficulty to really gauge sustainability. For future regional efforts, UNDP should consider how to include in the monitoring and evaluation program a “one-year later” assessment that follows up with participating countries to see how they have continued to build on the skills and lessons from the project. If possible, SPREP should discuss with UNDP whether a small follow-on exercise early in 2008 could be supported to consider the IWP legacy. 
183. IWP demonstrated the value of including an economic focus to natural resource protection and environmental management projects. Natural resources protection yields both intrinsic and monetary value to a society. Pollution and resource depletion have many costs, such as increased health care needs, reduced tourism potential, the need for new food sources, etc. While the push from the PCU for countries to include economic assessments in their country pilot programs was viewed with some scepticism, the results have been very important to national strategy development. To sustain and build on the economic assessment efforts from IWP, SPREP should consider retaining a natural resources economist as part of its core staff. 
6.2 Design Modifications to Increase the Likelihood of Success

Project Timing

184. A common refrain heard from each of the IWP NCs was that the late start up in implementing pilot activities made it difficult to complete community activities, start to replicate the effort in other communities, and develop national strategies and legislation. The 2–3 year implementation period was insufficient, suggesting that community-based programs need to be designed differently, by reducing the time taken by inception activities, and extending the length of the project. 
185. Given that the regional SAP was developed and approved in 1997, it would have been useful for the PICs to work through their priority concern selection during the project planning (PDF-B) stage, so that the Pro Doc would have already delineated each country’s area of concern and what they expected to achieve out of the community pilot effort. This would have enabled selection of NCs with suitable technical background, a more rapid implementation, and more time available toward the later project stages to build follow on donor support for replication and national plan implementation. 

Development of environmental status indicators
186. GEF is increasingly focusing attention on the development and achievement of indicators, to better gauge the extent of project and program impacts. The IWP M&E plans each included process indicators, and some environmental stress reduction indicators, but not status indictors. It is certainly meaningful to successfully carry out training programs and have countries enact new environmental legislation, yet these achievements are secondary measures of environmental improvement. To directly gauge success, initial baseline assessments are essential, followed by periodic monitoring of environmental status. Every project in the region that seeks to improve the quality of the environment needs to start with a baseline understanding of the current extent of environmental problems generated using real environmental data. Then the same parameters need to be monitored over time, so at project’s end there is a verifiable measure for gauging improvement, or the lack thereof. With the increasing sophistication, and lowering cost of remote sensing devices, the ease of environmental monitoring is such that it is no longer defensible, in any region, not to produce environmental monitoring data and to be able to establish environmental status indicators. Hand in hand with this increased determination to track environmental impact, there will need to be training opportunities for project participants on how to elaborate and then track environmental status indicators. 
National task Forces
187. IWP country efforts had mixed success in setting up NTFs that were inclusive of key stakeholders, met regularly and provided useful guidance for the IWP LA and project staff. The NTFs that functioned best, and which are expected to continue after IWP’s conclusion, are those that have some or all of the following attributes:

· strong LA management support; 

· authority to make decisions and have an impact on the project; and
· established to focus on national issues rather than to micromanage the community pilot activities.
Private Sector Involvement

188. The private sector received minimal attention in the ProDoc, and more could have been done to build private sector involvement and support. Waste sector projects in particular are ideally suited to private sector involvement, recognizing that recycled waste has value. Deposit/return programs can be run under private concession, (as in Kiribati), and green waste can be composted and sold, (as is being considered in Tonga). Other environmental concerns, such as depletion of coastal fisheries, should likewise include a private sector component, especially to engage tourism interests to support marine protected areas, restore fisheries and keep beaches clean. IWP, for instance in Crab Bay (Vanuatu), had success with income substitution, recognizing that the suspension of one economic activity — due to its negative environmental impact — may help introduce other economic opportunities, for which project proponents should plan. 
Communications

189. Future community-based projects should pay close attention to the successes of the IWP. As the communication strategies were developed, there was a brilliant shift in emphasis from “providing information” to “empowering people”. The team understood that environmental stewardship arrives when individuals move beyond awareness to responsibility. The communications approach taken by IWP should also be emulated for the effort taken to understand their audience and to reach them with messages they were likely to respond to. Whether through rap music, theatre, DVDs, photo exhibits or neighbourhood clean up competitions, the IWP community pilot projects got the message out. 

Socioeconomic assessments

190. It is already evident that one of the real legacies of IWP will be its introduction to PICs of social and economic assessment tools. Environmental baselines are not enough. To fully understand the root causes of environmental degradation requires a much more detailed understanding of the social and economic factors: income, population density, unemployment, education levels, legal and economic structures, etc., through which the environmental problems arise. As just one example, the research done in Tuvalu through IWP has underscored the direct causal relationship between leaking septic systems and skin problems for children during and after flood events. IWP has helped lay the groundwork by identifying root causes  
191. What is also required is to more fully understand the costs associated with taking, or not taking, action to clean up the environment, so that a doubly powerful argument can be made for pollution prevention: because it is both economically and environmentally advantageous. It is also important to identify revenue alternatives, if resource restrictions take away livelihoods and/or impact on diets. The Crab Bay, Vanuatu, effort to promote cocoa as a replacement for income lost due to restricted land crab harvesting is a successful example from IWP, as is the introduction of black pearl and seaweed farming as alternative income generating activities in the Solomon Islands.
192. Those PICs that developed social and economic assessments have a powerful tool in hand that should now be replicated, and expanded to consider root causes impacting other social goods, such as education and health services. The inclusion of social and economic assessments should become the norm for UNDP GEF International Waters projects, including the upcoming SOPAC IWRM.  
Sector-specific Issues

193. Future efforts in PICs on coastal fisheries protection should consider lessons learned from the IWP. In particular, advanced research is needed to identify especially critical habitats where protected areas should be established, and where degraded areas should be rehabilitated. The identification of target sites should build both from community interest and marine ecosystem priorities. Baseline studies and ongoing monitoring are essential in order to determine whether restrictions are having the intended effect and to utilise MPAs as a stock enhancement tool. Community residents should be a central  part of the monitoring effort.
Project Development Training

194. Future projects in the Pacific need to anticipate and budget for project management training for NCs, including the follow-on training of NC replacements. Many of the IWP NCs had only limited international project management experience when they joined the IWP. They faced difficulties on a variety of conceptual and practical aspects of project management. This is a common issue that arises in many UNDP/GEF projects globally, and suggests additional attention needs to given to  project management training  by UNDP and its implementing partners.
195. UNDP/GEF should include a training component for staff of multi-country, multi-year projects. From the experiences of the IWP PCU and from other UNDP/GEF IW projects, assistance is commonly needed on activities such as:

· Strategies for the development of Transboundary Diagnostic Analyses (TDAs),  and negotiating Strategic Action Plans.
· In the design of logical frameworks and development of indicators (status, process and stress reduction). 

· Tools and techniques for basic project management, including hiring consultants, and financial reporting. 
196. Project management training must be a shared obligation with the participating countries. MOAs at project inception should include clear agreements on the country obligations to hire competent staff and support the training of replacements

197. There is likely to be scope for a set of project management training modules, which could be utilized through e-learning or face to face workshops. 
NEX and Financial Controls

198. The UNDP National Execution (NEX) modality is designed to empower recipient countries and communities, to enable their meaningful involvement in the direction and objectives of projects. The IWP struck a reasonable balance. Through UNDP and SPREP, the PCU exercised tight financial controls, and required that countries adhere to their M&E Plans when making financial requests. Yet significant flexibility was left to the countries to shape their efforts, including selection of the pilot focal area and location for pilot activities. The IWP annual auditing requirement for country activities should be emulated widely, especially when there is a concern that project management capacity problems may arise. 
Follow-on Donor Support

199. The project document and logical framework (Outcome 6) envisioned that donors would be approached towards the end of the project to discuss ways to continue supporting IWP interventions. The planned donor conference did not materialize, however this is not surprising, as few GEF IW projects deliver on this promise as envisioned, and if they do, few then see their efforts translate into new project financing from the assembled donors. The basic approach to building post-GEF IW financial support needs to be reconsidered. For projects such as IWP to generate a next wave of donor support requires a far more involved process than organizing a one-off conference during the final project months. The following are a few suggestions on how to rethink this process:
· Include project concept development and donor coordination as part of the country efforts, written into the country’s project document/M&E plan, linked to communication and sustainability strategies, and beginning during the inception and implementation of the project. As soon as it is clear what priority environmental concern will be targeted, countries should be thinking how to build additional funding support. In particular, any investments in infrastructure that are expected to build out of the GEF IW effort need early attention. 
· Keep the donor representatives engaged. Include donor representatives in the stakeholder strategy. Invite them as ex-officio members of the NTF. Give them regular updates on the GEF IW progress. 
· Ensure that integrated water management issues are included in the donor country strategies and that project concepts emanating from the GEF IW are passed through the Ministry chain to donor focal points, so they can be included in project pipelines. 
· Building further donor support is a PIC responsibility. SPREP can help (i) through its knowledge management capacity,  and by (ii) providing PICs with information on donor interest and project cycle timing, (iii) providing project concept templates, (iv) identifying consultants in the region who can assist in project development, and (v) sponsoring workshops on how to develop project documents and feasibility studies
200. The IWP country-based activities were managed by national governments, and community focused. This offered a useful direct linkage between local activities and national government policies. It also entailed higher management costs and less of a day-to-day community presence than might be the case if there were a stronger local presence, such as through greater use of NGOs and local staffing. Other multi-country UNDP/GEF projects have taken a small grants approach to engage NGOs in community-level activities, with the national governments focused on national policy aspects. It is evident that many PICs lack technically competent NGOs, and rely on technical expertise provided by the CROP agencies. The GEF small grants program should now be investigated by PICs as a potential funding source to help replicate IWP pilot activities in other communities, to build NGO capabilities, and to more closely engage local, regional and international NGOs as partners to address priority environmental concerns.

Guidance for GEF Interventions in the Pacific. 

201. The evaluation team urges a continuing significant UNDP/GEF support mechanism for the Pacific region. The upcoming SOPAC IWRM project provides an important opportunity for added attention to pressing water supply and sanitation system improvements. As it has done through the Danube/Black Sea Basin Strategic Partnership, and may replicate in the Mediterranean and elsewhere, GEF should give strong consideration to linking investment facilities to future capacity building projects in the Pacific, including IWRM. 
202. The development of natural resource protection projects in the region requires consideration of the optimal geographic scope. Taking a regional, sub-regional or national approach should depend on which approach can be expected to yield cost efficiencies and increased project effectiveness, including knowledge sharing between countries. There are likely to be cases where sub-regional projects are suitable, enabling reduced lead times to implementation, an easing of travel and communications costs, and increased inter-country collaboration. 
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� IWP ProDoc: 7, para 5.


� The fFirst NC for IWP-Cook Islands was promoted within the lead agency.


� The fFirst NC was on temporary assignment from Pohnpei to assist in preliminary stages. Second coordinator was subsequently replaced by the Executing Agency. Third coordinator resigned. Project now overseen by manager.


� There remains only a qualified audit opinion for a minor financial irregularity in the Solomon Islands (2004) that has not been adequately addressed.


� The original project manager participated in the IWP from 2000 to 2005. From Aug 2005 to- October 2005 SPREP was responsible for overall day to day management. From November, 2005, management was subsequently taken over by Pacific Environmental Consultants Ltd.ECL (PECL).


� First CAPS 2001-2005; second CAPS resigned in April 2006 and was not replaced. 


� First CCS – 2002; Second CCS 2002-2004; third CCS resigned in April 2006 and was not replaced.


� The NRE resigned in February 2006 and was not replaced


.





� The Pacific Regional Oceanic and Coastal Fisheries Management (PROCFish) Programme.


� Detailed documentation of the natural resource economics activities was developed by the PCU natural resource economist in the report “Economics and the IWP: a summary of activities, issues and lessons for the Pacific.” In addition, each of the economic assessments is being published through the IWP-Pacific Technical Reports series, and will be made available on SPREP’s website.








�It is not clear which objectives are being referred to.
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