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1. Cook Islands

1.1 Background

Pilot Project Site(s):  

Takuvaine Water Catchment 

Thematic Focus:


Fresh Water: To improve the management of freshwater quality on Rarotonga

Pilot Project Objectives: 

1. The objectives of IWP Cook Islands as presented in the draft Monitoring and Evaluation (M&E) Plan developed in 2004 are:

· To develop a freshwater management plan for the Takuvaine Community (Community)

· To develop a national freshwater quality management plan for Rarotonga (National)

Pilot Project Planned Outcomes:

2. Four outcomes are identified in the M&E plan:
Local Level:

· Freshwater Management Plan developed

· Freshwater Management Plan implemented

National Level:

· National Management Plan developed

· National Management Plan implemented

Project Activities:

3. The following table lists the status of the activities which were identified to achieve the outcomes and objectives of the project’s community and national components. 

	Takuvaine Water Catchment (community level)

	Objective 1
	To develop a freshwater management plan for the Takuvaine Community 

	Output 1
	Freshwater Management Plan developed

	Activity 1
	Conduct PPA workshop to understand the root causes of the problem. Completed.

	Activity 2
	Elect Community Working Committee to develop the management plan (including enforcement etc). Completed

	Activity 3
	Consult with catchment landowners. Ongoing

	Activity 3
	Develop and implement community awareness program on the fragility of the catchment area. Completed

	Activity 4
	Community Committee prepares action plan to develop the Freshwater Management Plan. Completed May 2005 (Takuvaine Management Plan)

	Activity 5
	Develop community-based monitoring program to help people understand the problem. Ongoing

	Activity 6
	Assess initial socioeconomic survey attempt for the community. Completed

	Activity 7
	Complete socioeconomic survey of the community. Completed

	Activity 8
	Draft freshwater quality management plan for the Takuvaine catchment (April 2005). Completed

	Activity 9
	Hold Community Forum to endorse implementation of the management plan. Completed

	Activity 10
	Develop communication plan to promote management plan. Completed


	Output 2 
	Freshwater Management Plan implemented

	Activity 1
	Establish community management structure and protocols. Completed

	Activity 2
	Establish ongoing community-based M&E Enforcement Program. Completed
(Note: Takuvaine Management Plan and regulations have not yet been implemented but are under consideration by Cabinet). 

	Activity 3
	Legalize management plan — register under the National Environment Act. Completed

	Activity 4
	Implement Community Communications Plan to explain changes/new rules to Takuvaine community and national audience (May 2005). Ongoing


	
	

	
	

	
	



	Rarotonga (national level)

	Objective 1
	To develop a national freshwater quality management plan for the Rarotonga 

	Output 1
	National Management Plan developed

	Activity 1
	Consult with traditional leaders of Rarotonga (to propose an island-wide management plan) Ongoing

	Activity 2
	Conduct economic evaluation of freshwater resources and cost-benefits of possible solutions Completed

	Activity 3
	Prepare report analyzing water quality data and forecast trends.Partially completed.
(Note: The project was hampered by incomplete data on intake quality of water, provided from the Public Health Ministry. Important baseline parameters such as weather and temperature were not recorded. Baseline data was also missing from the Ministry of Water Works, which started testing only in 2004. Thus while some trends and data were collected, the IWP project was unable to complete a water quality data report.)   

	Activity 4
	Review Takuvaine Management Plan. Planned to be done 1 year after implementation of the Management Plan. The review is planned to be conducted by NES at the end of 2007.

	Activity 5
	Conduct review of legislation and institutional arrangements relating to protection of freshwater quality. Completed.

	Note: for the rest of the project activities – set out below, efforts are still ongoing to achieve completion. The Government has committed to continue IWP efforts, and there are linkages to upcoming donor-supported projects, including the SOPAC-supported Water Safety Plan Development Project. Continued support is also anticipated from the traditional leader’s organisation, “Koutu Nui”. 
Currently IWP staff are chairing  the sub-committee looking at the catchments, and modifying and extending the management activities of the Takuvaine project to the other catchments.

	Activity 6
	Prepare Draft Rarotonga Management Plan for consideration by the National Task Force. Planned for later half of 2006.

	Activity 7
	Develop communication plan for the management plan. Completed 

	Activity 8
	Conduct a forum for national agencies and stakeholders to discuss and endorse National Freshwater Management Plan. Planned for 2007 under other projects.

	Activity 9
	Conduct public consultation meetings with the various stakeholder groups in the Cook Islands. Status uncertain

	Output 2
	National Management Plan implemented

	Activity 1
	Seek Cabinet endorsement for Management Plan (October 2005), and promote project to outer island MPs. 

	Activity 2
	Legalize Management Plan (e.g. recognized under the Environment Act)

	Activity 3
	Establish a permanent body (if required) to coordinate Community Freshwater Management Plans. A bill to establish this body is still in draft form as a result of the legislative review undertaken by IWP. 

	Activity 4
	Implement Communications Plan to explain new system — encourage other communities to join. 


1.2 Evaluation Findings
Overall performance and progress towards objectives and outcomes:

4. The objectives do not predict the ultimate and long-term development impact that is expected to be attained after the project is completed.  
5. Despite experiencing delays in implementing some activities, most have been completed, with a small number still ongoing. Some national level activities cannot progress until the community level activities, such as the development and implementation of the management plan, are completed. The delays were a result of other community, government, and individual priorities that did not always coincide with the project schedule. However, the greater part of the project has focused on implementation, with little attention paid to the effectiveness of the activities/outputs/outcomes/objectives towards the attainment of the goal. 
There pilot project  initially considered the entire Takuvaine Watershed, but was narrowed to the Takuvaine water catchment, with acceptance of the Te Au O Tonga Vaka Council’s expression of interest on behalf of the Takuvaine Community 
6. While it is acknowledged that objectives and outcomes may not be immediately realized, it is unclear how these are linked to the overall goal of the SAP, which is the integrated sustainable development and management of International Waters.
Strengths and weaknesses in project design and implementation:

7. The Cook Islands developed its own draft country pilot document, based upon the IWP ProDoc and following a template provided by the PCU. This document was subsequently revised during NC meetings. As was true in the other PICs, the project aimed to address root causes of environmental degradation of coastal areas and resources. This was to be undertaken simultaneously at the national and local levels.

8. The specifics for in-country implementation were defined following the development of strategies by the PCU, revolving around three central areas: social assessments and participation, communications, and natural resource economics. In addition to the strategies, guidelines for in-country arrangements and implementation were also developed. 
9. The strengths of the project design utilized by IWP and implemented in Cook Islands are in the flexibility provided to consider different project types for selection. The dual (national and community-based) approach to addressing root causes to environmental degradation provided the opportunity for government and the community to work together closely on a common environmental goal. The relationship serves as a model for similar projects in the future. 

10. Community participation was an issue with respect to the initial planning and development of IWP activities in the Cook Islands. There was very little community consultation, beginning with the project design effort, and including the expression of Interest submitted by the Te Au O Tonga Council on behalf of the Takuvaine community. This hindered achieving full understanding and ownership by key stakeholders As a consequence, a considerable amount of time needed to be invested in “selling” the project.

Strengths and weaknesses in the in-country implementation arrangements:

11. Strengths included:

· There was a strong use of local consultants to carry out community activities, helping to build local capacity, reduce the cost of technical expertise and also enabling better receptivity of the community members
· The national taskforce functioned well, and included key government agencies, and Koutu Nui (a traditional leaders organisation registered under the House of Ariki’s Act), the tourism council, Vaka council, and landowners. The IWP NTF enabled an improved intergovernmental working relationship in the area of fresh water management.

12. Some weaknesses were identified in the in-country implementation, including:

· While the project was successful in developing cooperative efforts with community-based organizations (CBOs), through its Local Committee, and worked well with the Koutu Nui, there was a lack of NGO involvement (i.e. those types of organisations included under the Incorporated Societies Act 1994). While acknowledging capacity issues exist for many NGO’s, it would still have been useful to build partnerships through IWP, and to have NGO input as members of the NTF. This could have enabled these organisations to build greater capacity to work with the government on this and future community-based natural resource protection programs.  
· Politics proved a significant hindrance to the pilot project efforts. The general election in 2004 and the snap election in 2006 included attempts by some party supporters to use the project as a campaigning tool. 
In-country financial management:

13. The financial arrangements developed for the Cook Islands activities were adequate. The Aid Management Division (AMD) of the Ministry of Finance and Economic Management was the repository agency for the IWP funds in the Cook Islands. From there the funds were disbursed to the National Environment Service (NES), based on requisitions. AMD was heavily involved at the start of the project, outlining formats and budget requirements to ensure smooth processing of funds in and out of the various accounts. There were some delays in payment processing, due to the AMD procedures and due to late requisition requests from the NC. In such cases, the NES covered necessary payments, and was later reimbursed by IWP. 

14. Training on reporting requirements was delivered by the PCU at various NC meetings. Such training included financial and narrative reporting and development of work-plans and budgets.

15. The Cook Islands was one of only PICs able to identify their in-kind contributions to IWP. In-kind contributions by the LA to the project were in the vicinity of NZ$103,200.00. A breakdown of this contribution is provided in the table below
Replication and sustainability of results achieved:

16. This has been partly achieved through the incorporation of IWP into the NES Action Framework; one of the recommendations of the framework gave consideration to freshwater issues, and the IWP project will be considered as a model in dealing with such concerns. 

17. A sustainability plan has recently been completed for the project, which makes recommendations on sustaining the results post-IWP. The work of IWP has been built into the LA’s work program, with both the NC and the ANC subsumed under the NES budget. The formal recognition of the Management Plan lays out execution and responsibility arrangements for the pilot site. 
18. It is expected that the upcoming SOPAC-executed GEF IWRM project, in which the Cook Islands will be participating, will continue some of the work of IWP. The IWRM project is primarily institutional, in line with the attempt by IWP to create a mechanism to enable cooperation between different agencies on water issues. The monitoring and communication activities will be continued by the NES and other agencies, (i.e. Water Works).  

19. With the recent advent of a number of small grant initiatives in the Cook Islands for community projects (such as the GEF small grant program), the local component of IWP is a prime candidate to receive additional support. The LA has indicated it will facilitate any further needed financial assistance to support activities relating to replicating and sustaining results post-IWP. 
20. This pilot project site may not have been the best choice with respect to replication, as it is the only area on the island where the water intake is below major agricultural activities, making it difficult to fully replicate. However, some of the approaches that the project employed can be replicated for other community-based projects, and the site provides good lessons for all areas within the catchment.
(Cook Islands): Country’s in-kind contributions

	Activity
	Duration
	Monthly (NZ$)
	Total (NZ$)

	Office Rentals
	52months
	$800.00
	$41,600.00

	Vehicle Hirage
	31months
	$280.00
	$8,680.00

	NTF meetings
	26meetings
	12members x $50
	$15,600.00

	Professional Services
	24 tests + 20meetings
	1 pro test

1 Staff per meet
	$1,320.00

	Local Project Committee
	200 meetings
	12 members x $15
	$36,000.00

	Total
	
	
	$103,200.00


Design modifications that could have increased the likelihood of success:

21. The collection and analysis of baseline data can not only increase the capacity to measure success or failure, but can also provide community members with a better understanding of the issues and the need to take action to better protect water resources. 
22. Topic and site selection at an earlier stage, such as during the PDF-B project development phase, could have enabled greater achievement of objectives and greater replication.  

Successes, challenges and lessons learned:

23. Based on the key indicators included in the monitoring and evaluation plan, it is not clear to what extent the project has been successful in improving water quality and providing further protection in the Takuvaine catchment. Nevertheless, anecdotal information suggests changes in behavior have taken place, even before the Management Plan is in place (e.g. growers have stopped taking their dogs into the catchment, and visitors are now being directed to use sanitation facilities before and after entering the area, in order to prevent pollution). 
24. The Cook Islands Communications Strategy included a wide array of activities, including newsletters, brochures, posters, a calendar (popular), TV ads, community champions, and a web page. As a result of the IWP communications efforts, there have been workshops for other government agencies to develop their strategies, and the NES is soon to complete its own Communications Strategy

25. The Cook Islands IWP developed lessons learned, part of which were captured through a collective document prepared at an IWP workshop in 2006 (published in 2007 as IWP-Pacific Technical Report no.44). 

26. The NES plans to continue monitoring the catchment, so further indications of success and the sustainability of results, are expected over time. 
Recommendations on designing future projects of a related nature:

27. Considering that the project got underway in 2002, the preparation of the M&E plan in Cook Islands (and the other PICs), should have occurred much earlier in the project cycle, and should have included clear objectives, outcomes and outputs, and verifiable indicators. This may have required intervention or advice from the PCU at the outset, perhaps through the engagement of an M&E consultant to assist countries individually. 
28. It would have been useful to produce a communication strategy for the Cook Islands at the beginning of the effort, in order to increase understanding of the project purpose. While the PCU did develop an overall IWP communications strategy early in the project, direct assistance to the countries in the development of their individual communications strategies was delayed, and only achieved when a new Communications Specialist became part of the PCU Team
. 

29. The need for early implementation of a communication strategy is highlighted by the reference (in the PPA document) to the community’s lack of education and awareness on the issues. In addition, the socioeconomic and media awareness study (undertaken in December 2004) revealed a relatively low level of awareness of IWP’s specific purpose. The development of such a communication strategy should take into consideration harmonization of efforts, and utilize the networks of government agencies, NGOs and CBOs. Furthermore, it should be incorporated into the education section of the lead (environmental) agency.

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

30. Effort must now be placed on the implementation of the National Management Plan and the development of catchment protection programs across Rarotonga and other islands. 
31. Consideration of additional donor support, including planned upcoming projects, must be linked to the management plan implementation. The UNDP/GEF/SOPAC IWRM project is a vital effort to continue fresh water protection programs, and there should be opportunities for New Zealand, Australia, the European Union and Japan to assist, as all have provided support to PICs for water supply and sanitation improvements, and can be invited to help support different aspects of the plan.
32. The Cook Islands IWP plans to conduct a workshop for the Management Committee to help them consider the implementation process and to discuss donor support activities. It could be useful to invite donor representatives to this meeting, and representatives from UNDP and SOPAC, or to plan a follow-up meeting for donors. If donors are invited, it will be important to identify potential project ideas (through Concept Notes) prior to the meeting. 
Recommendations on the need for possible future GEF assistance:

33. The GEF is poised to provide additional assistance on fresh water quality issues through the IWRM project. There may also be water related aspects in the PICCAP, which will be managed through SPREP. Cook Islands should also identify project proposals, including NGO participation, to access the GEF Small Grants program for catchment protection efforts. 
1.3 Summary Conclusion 

34. Interesting and useful studies have been undertaken, which would not have been undertaken without financial assistance. IWP also provided an opportunity to undertake an economic valuation of the impact of water pollution for the first time in Cook Islands. In another first, the communication strategy was the first formal and systematic approach to dealing with environmental outreach to the communities and nation, and is under consideration for replication by other agencies. 
35. Cook Islands IWP has also demonstrated success in the national policy and legislative arena. The Management Plan has now been adopted, and is the first to be developed under the Cook Islands National Environment Act. IWP also helped to develop the Water Resources Bill, updating the outdated Rarotonga Water Ordinance
36. Replication efforts appear promising, with the IWP National Steering Committee changing over to the Water Safety Plan (WSP) National Steering Committee. They will work 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. 
2. Federated States of Micronesia

2.1 Background: 

Pilot Project Site(s):



Municipality of Riken: Yap Island, Yap State.
Thematic Focus:



Sustainable coastal fisheries / marine protected areas


Pilot Project Goal:


To promote the many benefits associated with establishing LMMAs.
Pilot Project Objectives: 

37. Initially, FSM did not develop a National Workplan or M&E plan outlining project objectives. During the course of the project, outcomes, outputs and activities were developed. The following provides the work plan included in the FSM 2006 Work Plan Budget. 
	Federated States of Micronesia (Yap State) Workplan 

	
	

	Community level

	Outcome 1
	Community-based management of coastal resources using LMMAs as management tools at Riken

	Output 1
	Effective consultative arrangement for sustainable marine resources use conservation in Yap

	Activity 1
	Review ToR for Yap Task Force (YTF) as a sub-committee of the YMRCMP task force

	Activity 2
	Assign roles and responsibilities to YTF members to contribute to outputs (meet to review progress)

	Activity 3
	Review existing or planned legislation relating to community-based coastal resources management and the application of LMMAs. Propose any revision recommendations to state Legislators.

	Activity 4
	Describe IWP's role with MRMD.

	Activity 5
	Develop institutional analysis reviewing roles and responsibilities for stakeholders in coastal resources management in Yap at government level (including existing consultative arrangement). [Focus on YFA/MRMD and EPA]

	Output 2
	The role of LMMA in sustainable coastal resources management in Yap is understood by stakeholders and the public.

	Activity 1
	National IWP Communication Strategy and Work Book   

	Activity 2
	Education kit or schools ( relating to LMMAs and sustainable coastal resources management)

	Activity 3
	Radio program

	Activity 4
	Insert in EPA Newsletter

	State level

	Outcome 2
	Sustainable management of Yap coastal resources using LMMAs as a management tool.

	Output 1
	An LMMA effectively monitored and managed by the Gagil Community.

	Activity 1
	Describe the sensitivities among stakeholders in the proposed Riken LMMA.

	Activity 2
	LMMA boundaries and rules agreed by the Riken and neighboring communities. 

	Activity 3
	Capacity building (training in community-based monitoring undertaken  (At least 4 people as effective monitors)

	Activity 4
	Ecological baseline for LMMA complete 

	Activity 5
	Monitoring plan, including selection of indicators, complete and monitoring implemented

	Activity 6
	Social arrangements for the management of the Riken LMMA described.

	Output 2
	Community at Riken informed and aware of the effectiveness of LMMA as a tool to achieve sustainable Management

	Activity 1
	Riken/Gagil Communication Strategy designed and implemented (e.g., simplified description of IWP and sustainable coastal resources management and LMMAs) translated and distributed.

	Activity 2
	Education kits designed and distributed to Gagil school

	Activity 3
	Regular IWP report (newsletter) to Riken Men's Group.


Pilot Project Planned Outcomes:

38. As indicated above, FSM identified a national and local outcome focused on the development of sustainable management strategies for coastal marine sources. 
Pilot Project Activities:

39. (See above table)
2.2 Terminal Evaluation Findings
Overall performance and progress towards objectives and outcomes:

40. The FSM IWP project has focused on establishing an MPA at the municipality of Riken on Yap Island. The Yap Government had originally proposed four pilot sites but this was reduced to one through negotiations with the PCU. 
41. The FSM pilot has embraced a combination of modern/scientific and traditional/community-based approaches to MPA establishment and management. Boundaries for the MPA at Riken have been established (and marked with floats), based on traditional knowledge of ownership and resource use. Full engagement and involvement of the community at all stages and levels has been paramount, and the community undertakes day-to-day management and enforcement of the MPA.

42. The lead agency for IWP in Yap coordinated a baseline survey of the MPA as well as one follow-up monitoring survey, with more planned.

43. Some education and awareness materials on the benefits of MPAs have been produced by the IWP lead agency in Yap.

44. Unlike other countries (such as Vanuatu and RMI), which reported very positively on the benefits of the socioeconomic baseline survey, this study for Yap was considered to be of limited relevance and utility.

45. The FSM pilot project was unique in IWP, in that it was executed in-country by a state, rather than the national, government. As a consequence, the project activities in Yap were not closely followed at the national level, and there were corresponding problems in communication, national policy relevance, and replication beyond Yap. 

46. Reporting from FSM was problematic. In most cases, the NC communicated directly with the lead agency in the National Government, who in turn made contact with the PCU, which created time delays and confusion. In addition, quarterly reports were often submitted a month or two after the due dates, leading to financing problems for the FSM pilot project, and also causing delays in the payments to other PICs.

Strengths and weaknesses in project design and implementation:

Strengths

47. At the broad, regional level, there were limitations in the overall project design, as highlighted in the general sections of this review.

48. At the community level, a major strength of the project design in Yap was the very close involvement and engagement of the community in all aspects of planning, implementing and managing the MPA.

Weaknesses

49. At the national level, there was very little consideration of mechanisms for dissemination and replication of the outputs and outcomes of IWP in Yap. The project was entirely focused on the island of Yap. As a consequence, the goals and objectives of the regional SAP and its implementation across FSM were not a focus of the country effort. 

Strengths and weaknesses in the in-country implementation arrangements:

Strengths

50. In-country implementation arrangements were strengthened when the Department of Resources and Development (DRD) assumed LA responsibility, bringing a greater degree of political influence and availability of Government resources to the project.

51. There was also very close cooperation and coordination between Government agencies in Yap, with a number of agencies working cooperatively to implement IWP activities (e.g. DRD, EPA, Fisheries, etc.).
Weaknesses

52. The project was very slow to start in Yap, due to confusion about the exact objectives and requirements of the broader IWP project document (a point made by most countries), certain disagreements between the Yap government and the PCU about the nature of activities to be undertaken, a high turnover of national project staff, a major typhoon hitting Yap during the project, and transfer of lead agency functions from the EPA to the Department of Resources and Development, about mid-way through the project.

In-country financial management:

53. The FSM pilot site was unique in that it was executed in-country by a state as opposed to the national government. Project staff (within Yap State) reported significant delays in getting finance transfers from the FSM government throughout the project, which caused significant delays to project activities. There were also delays in the government submitting financial reports that had been provided by the Yap state government on to SPREP/UNDP, thereby causing delays in the transfer of replenishment funds back to the project

Replication and sustainability of results achieved:

54. Establishment of the MPA under IWP in Yap has generated significant interest from other communities, with some villages taking the initiative to move forward with their own MPAs. This bodes well for replication and sustainability.

55. While taking some timed to get started, overall the FSM IWP has had a measure of success in demonstrating the establishment and management of MPA’s and has been instrumental in catalyzing the replication of MPAs at other sites on Yap. The Yap State government has demonstrated its commitment to sustainability of project outputs, through direct funding of a number of follow-up activities (e.g. using “Yap Day” to promote MPAs, continued surveys and monitoring at the pilot site, and assuming responsibility for the salary of the Project Coordinator). Sustainability is further enhanced by the introduction of a “user pays” system for dive-tourism businesses, which operate in and/or near to the Riken MPA.

Design modifications that could have increased the likelihood of success:

56. As noted in the main text, a sub-regional approach, or one focused on a specific aspect of the SAP, (water, or waste, or coastal fisheries etc), could have enabled a clearer focus for the project and a more rapid inception and start up. The open-ended nature of the country decision-making process during project implementation meant that in FSM, as in many other PICs, two years or more were required to identify the focal area, and then identify a suitable pilot project site. 
57. The pilot project would have benefited from more extensive initial and follow-up assessments of coastal fisheries conditions, in order to establish a better baseline against which the project could be evaluated for impact. While an initial monitoring was carried out at project commencement, and then a subsequent monitoring was done after the imposition of the fishing tabu, IWP in FSM could not document improvements in fish stocks, or compare conditions in the tabu area with similar areas.

58. The project could have used a more scientific approach to identifying critical sites for coastal fisheries replenishment. The decision to focus on the Riken municipality was based primarily on local community interest; while this is a critical aspect, other important factors include the need to protect sensitive habitats and to replenish valuable and threatened species. The documentation for the decision-making process does not indicate that biodiversity and ecological criteria were significant factors in the decision on where the pilot project would take place

59. There needs to be an active national counterpart when projects such as this are based at the state/individual island level, especially if the results are intended to inform national decision making on legislation and national coastal protection priorities. 

60. In cases such as the Yap pilot project, where there is joint ownership of a pilot project between fisheries and environmental departments, there needs to be clear agreement at project commencement on how the two will work together on implementation. 

61. A more rapid and successful implementation schedule could have enabled Yap to have already proceeded with replication of the pilot project, in the other three communities that were vying to be the pilot site. Replication should be an ongoing part of the project effort, not something that is triggered only by the conclusion of the project. 

Successes, challenges and lessons learned:

62. Many of the challenges and lessons are noted above. In addition, it was made clear by IWP in Yap that a more hands-on approach at a senior level of DRD during the early years of the project would have been useful, especially to advance the state and national-level aspects of the project. 

Recommendations on the need for possible future GEF assistance:

63. Stakeholders advised that while additional and ongoing donor support is always needed and welcomed, there was no intention to develop a proposal for a follow-up GEF project, and that the prospects for sustainability and replication were good, as outlined above.

64. With one section of the Yap coast now piloted for fishing tabus, and three other communities also either implementing or planning tabus, it would be useful for Yap, and by extension islands or states in FSM, to consider a more comprehensive sustainable coastal fisheries project, involving the mapping of fisheries and species in all coastal areas. Such an effort could include consideration of high priority areas where fishing restrictions should be considered, and where selective breeding and restocking could be considered. This may or may not be suitable for GEF funding, but some effort could already be made to identify GEF small grants funding.  

2.3 Summary Conclusion

65. While slow to get started, overall FSM IWP has demonstrated success in establishing and managing an MPA, and has been instrumental in building interest from other communities to establish MPAs at other sites. The Yap State government has demonstrated its commitment to sustainability of project outputs, and has been able to build stakeholder involvement and support, including with the private sector (i.e. dive tourism operators). 
3. Fiji

3.1 Background

Pilot Project Site(s): 

Vunisinu and Nalase

Thematic Focus:


The project for Fiji is focused on waste management. The goal is better management of land-based sources of pollution to promote a healthy human and coastal environment for rural communities in Fiji

Pilot Project Objectives:

66. There are two objectives for the project in Fiji, one relating to the community and the other to the national level:
· Improved management of solid and liquid (sewerage and nutrient) waste in Vunisinu and Nalase villages and promotion of community involvement and responsibility for local resource management and conservation for the health and well-being of communities and the environment.

· Improved national capacity to manage waste (provincial and national level).

Pilot Project Planned Outcomes:

67. The M&E plan identifies community and national outcomes.

68. Community Outputs/Outcomes:

· Improved understanding of the causes and impacts of inappropriate solid and liquid waste disposal in Vunisinu and Nalase by end of 2005.
· Improved local capacity to manage solid and liquid waste by end of 2005.
· Improved solid and liquid (animal and human) waste management practices, leading to a reduction in waste in Vunisinu and Nalase by 2005.
69. National Outputs/Outcomes:

· Improved coordination among stakeholders.
· Improve waste management in other areas in Rewa Province.
· Strengthened legislation and institutions for improved waste management.
Pilot Project Activities:

70. The following table identifies activities undertaken to achieve the objectives and ultimately the goal of the project. It also provides the status of each activity.

	Goal: Better management of land based sources of pollution to promote a healthy human and coastal environment for rural communities in Fiji



	Community Objective: Improved the management of solid and liquid (sewerage and nutrient) waste in Vunisinu and Nalase villages and promotion of community involvement and responsibility for local resource management and conservation for the health and well-being of communities and the environment 

	Output 1: Improve understanding of the causes and impacts of inappropriate solid and liquid waste disposal in Vunisinu and Nalase by end of 2005

	Activity 1.1
	Conduct Stakeholder PPP&D workshops to identify environmental problems and causes. 
	Completed 

	Activity 1.2
	Develop local level solutions and action plans for implementation
	Part of PPP&D


	Activity 1.3
	Undertake socio-economic and resource (waste stream analysis and water quality tests) baseline surveys and monitoring activities.
	Completed 

	Activity 1.4
	Develop and implement a local communications strategy (Conduct workshop on waste management for decision makers (Village chief, TNK, Navuvola Development Committee and the Environment Committee))
	Completed. Part of the Communications Strategy 

	Output 2: Improved local capacity to manage solid and liquid waste by end of 2005

	Activity 2.1
	Establish local environment committee
	Completed 

	Activity 2.2
	Conduct training needs analysis for local facilitators and implement relevant trainings
	Completed during PPP&D and informally during VEC

Training 
on monitoring some aspects of the project completed (s-e, waste audit, composting workshops etc). 

	Activity 2.3
	Engage community facilitators to assist with PPP&D, baseline surveys, project implementation, monitoring
	Completed 

	Activity 2.4
	Form a compost, piggery and waste sub-committees in the community to develop solutions in consultation with the community
	Completed but did not work out 

	Output 3: Improved solid and liquid (animal and human) waste management practices leading to a reduction in waste in Vunisinu and Nalase by 2005

	Activity 3.1
	Implement a household compost program to separate organic waste from waste stream
	Completed (46 out of 52 households composting)

	Activity 3.2
	Pilot alternative sanitation practices through demonstration composting toilet 
	Completed (there are 3 compost toilets at the pilot project sites)

	Activity 3.3
	Pilot a private waste collection service for 4 months (2 months IWP/2 months Community)
	Completed (Community paying)

	Activity 3.4
	Undertake regular village clean ups
	Completed (Village cleanups every fortnight)

	Activity 3.5
	New rules introduced and enforced by Village Chief to ban littering in the village and community informed of the new rule. 
	Informal rules established. No fines introduced 

	Activity 3.6
	Consider options for collecting recyclable materials from the village and implement recycling activities
	Completed. Recycling centre set up. Community members are enthusiastic about the recycling project.

	Activity 3.7
	Encourage the use of traditional /alternatives instead of plastic bags 
	Cloth bag project is being undertaken by women’s group. Sewing machines also donated by AusAID. Cloth bag to be launched in July this year. 

	Activity 3.9
	Review feasibility and pilot composting of animal (Pig) waste
	Initially on hold due to land conflicts, subsequently resolved. Planned for review to occur post-IWP.  

	Activity 3.10
	Develop a village level waste management strategy  (based on results of various pilot activities)
	Completed. Strategy is part of the National Solid Waste Management Strategy 

	National Level Objective: Improve national capacity to manage waste (provincial and national level) 

	Output 4:  Improved coordination amongst stakeholders 

	Activity 4.1
	National Task Force and technical sub-committees established and meets at least once every 2 months
	NTF was established and met regularly, chaired by the Director of Environment.  21 NTF meetings held during IWP. 

	Activity 4.2
	Establish partnerships with other programs and projects dealing with waste
	Partnerships established with Rural Communitie, Dreketi Tikina/ Rewa Province, Ministry of Regional Development and Fijian Affairs, Provincial Offices, Ministry of Multi-ethnic Affairs, Advisory Councilors, Ministry of Public Works Department, Ministry of Health, Rural Local Authorities, Ministry of National Planning, Ministry of Tourism, Municipal Councils, University of the South Pacific (Marine Studies Program/Institute of Applied Science/Geography Dept), University of Western Sydney, SOPAC, SPC, AusAID, WHO, PeaceCorps, PCD-F, SPREP, media, ADB, private waste collectors, UNEP-GPA

	Output 5: Improve waste management in other areas in Rewa Province

	Activity 5.1
	Design and implement communications strategy 

(Awareness/env education/)/workshop
	Communication Strategy Completed.

	Activity 5.2
	Build partnerships for waste management in Rewa Province 
	Partnership (same as above. see 4.2)

	Activity 5.3
	Provide information to stakeholders in the Rewa Province to replicate waste management practices
	Completed. Done through newsletters, one to one meetings, workshops, other Government Departments

	Activity 5.4
	Support members of the Vunisinu and Nalase to facilitate project work throughout Rewa Province and other parts of Fiji
	Ongoing. IWP supported local facilitators to assist other communities in the district with waste management projects. Some facilitators helped build compost toilet in Gau Island, at Seaspray backpackers Inn in the Yassawas (upon request from the Ministry of Tourism). Also the local facilitator and Village Liaison Officer also assisted with the ICM project. 

	Output 6: Strengthened Legislations and institutions for improved waste management

	Activity 6.1
	Review environment related legislation and institutions with the focus on water pollution  (includes ICM study)
	Completed  



	Activity 6.2
	Conduct stakeholder consultations about recommendations and agree on the needed reform
	Completed. Legislation sent to the heads to relevant Ministry and to AG.

	Activity 6.3
	Economic evaluation on the impacts of waste on environment 
	Completed. Rural Waste Management Policy developed

	Activity 6.4
	Formulate Fiji National Solid and Liquid Waste Management Strategies (Strategies to be endorsed by cabinet)
	Solid Waste Management Strategy completed.

Liquid Waste Management Strategy completed and endorsed by Cabinet

	Activity 6.5
	Formulate regulations to manage solid and liquid waste in Fiji (under the EMA)
	Wastewater standards for Fiji developed. Draft regulations for solid and liquid waste being finalized. 


3.2 Terminal Evaluation Findings
Overall performance and progress towards objectives and outcomes:

71. The project has completed or made substantial progress on all activities; except one project on pig waste. 
72. The project has been extremely active at both the national and community levels. On the national side, waste-related policies and legislation have been drafted with IWP support and technical input. National actions have included development of : 

· a rural waste management policy; 

· a liquid waste management strategy and action plan; 

· national wastewater standards; and 
· draft regulations for solid and liquid waste.
73. At the community level, the project has worked with the villages of Vunisinu and Nalase to develop a waste management system. This project has reinforced working collectively together through a shared waste management regime in the two villages. 

74. IWP’s dual approach has been effective. Some lessons stemming from the community project have been utilized at the national level. For example, the pilot project experience has contributed to the elaboration of rural waste management issues in the national Waste Management Strategy and Rural Waste Management Policy. 

Strengths and weaknesses in project design and implementation:

75. The strengths of the project are the well thought out plan and implementation of the dual approach. Others strengths include:

· Broad-based membership of the NTF, which included government, NGOs, CROP agencies, researchers and representatives from the village. The NTF was also involved to some extent in implementing some parts of the project.

· Partnerships established (see activity 4.2).

· The selection of Vunisinu and Nalase was positive as it has an active development committee and is close to Suva to allow regular exchange.

· A good IWP team including the NC, project assistants, NTF and the village environment committee, coupled with commitment from government.

76. The Fiji IWP weaknesses relate to:
· Too much time and effort spent on the site selection process. 
· The method for site selection was well thought out, but the subsequent screening and decision-making that led to the selected site was not.
· While IWP has assisted in the development of new policies and regulations, there remain structural weaknesses in the enforcement of environmental requirements. 

· While baseline data has been collected during the project, and a waste audit performed, the data was never analyzed and developed into a waste characterization report. Follow-up monitoring was also incomplete, so it is not possible to measure the extent of positive environmental impact from the project. 
Strengths and weaknesses in the in-country implementation arrangements:

77. The strengths of the Project are an active and supportive NTF and village environment committee. The NTF has met regularly since its inception and some members have been engaged in the work of IWP as, for example, in the pig waste project. The chair of the NTF is the Director of Environment. The project has received a strong commitment from government with many of the IWP activities being incorporated into the Ministry of Environment (previously the Department of Environment) work plan and corporate structure, as well as the National Strategic Development Program (2007–2011). 
78. An added strength of the project is that some of the findings of the various IWP studies have been acted upon. For example, the IWP legislation review identified gaps in the Environment Management Act 2005 and this has been addressed through the preparation of regulations, partly funded through IWP. The IWP office has also taken a leading role in the development of waste regulations. 

79. A weakness of the project is that the large pool of experience present in several NGOs that worked in previous community-based projects was not well utilized by IWP. Fiji has one of the strongest NGO communities across the Pacific, yet their involvement in IWP was marginal (primarily as members of the NTF). 

80. Over 400 villages applied to host IWP. An opportunity has been missed in terms of IWP replication by the fact that no follow up has occurred with the communities that were not selected. 
81. The difference in views between the Ministry of Health and the Ministry of Environment regarding appropriate sanitation systems in rural areas created confusion among the villagers. The Ministry of Health encourages flush toilets, while the Ministry of Environment was promoting composting toilets.

82. The former chair of the Village Environment Committee became a celebrity through his active and enthusiastic involvement in the IWP project. This created envy among some of the villagers. This yields a lesson to be learned, regarding the need for careful balancing between promotion of community champions and encouragement of other community participants.

83. The capacity-building aspects of the project in Fiji have been greatly assisted by UNEP. A UNEP-sponsored wastewater training workshop on technologies and management for PICs was held in Fiji in October 2005. Discussions with the UNEP Program Officer during the workshop helped greatly in the formulation of Fiji’s National Liquid Waste Management Strategy and Action Plan, which was subsequently endorsed by Cabinet in Oct 2006. UNEP GPA also provided support for IWP Fiji to send five participants to attend a training seminar on ecological pig farming, held in Xiamen, China in January 2005. Subsequently, the Ministry of Agriculture, Ministry of Environment, and SOPAC have agreed to set up a demonstration project in Fiji, which will be used by UNEP GPA for future regional training. 
84. SOPAC has also provided coordinated assistance to Fiji IWP. The SOPAC Water and Sanitation Unit provided technical support, including participating in the IWP Wastewater Standards Committee and the Liquid Waste Management Strategy and Action Plan working groups. 
In-country financial management:

85. The Ministry of Environment was until recently one of several departments that comprised the Ministry of Local Government, Housing and Squatter Settlement and Environment. With the recent enactment of the Environment Management Act 2005, a separate Ministry of Environment has been established. Under the old structure, the in-country financial management was considered bureaucratic. Several layers needed to be passed before releasing funds to the project. During the initial stages of the project, many delays were caused by governmental processes. For example, IWP had to go through several layers of approvals to engage consultants. However, creation of the Ministry of Environment is expected result in improvements in the disbursement process.

86. The lack of information on project funding led to frustration at the community level. The community’s initial expectation was that over $200,000 would be made available, an understanding based on the manner in which the pilot opportunity was first publicized in Fiji. There was considerable frustration among community members when Fiji IWP indicated that direct funding of this magnitude would not be available, and that no funding would be provided for investments, such as to install composting toilets (one was installed as a demonstration unit). The community desired access to project financing information to enable it to assess spending on community activities. 
87. Almost $US 270,000 was disbursed to Fiji by the first quarter of 2006. In spite of some delays in the disbursement of funds, financial arrangements were generally handled satisfactorily. IWP Fiji conducted annual audits since the project’s inception, and submitted annual audit reports in a timely manner. 
Replication and sustainability of results achieved:

88. IWP is supporting replication of the best-practices in waste reduction through the Ministry of Fijian Affairs and Ministry of Multi-ethnic Affairs, by way of Community Capacity Building Projects, which are operating in 14 provinces.

89. IWP Fiji activities are well integrated with national government initiatives. The Government will continue the waste management work through the Fijian Affairs Board and the Ministry of Environment. This has been incorporated into the Ministry’s Annual Corporate Plan and the Government’s 5-year Strategic Development Plan (2007–2011). 

90.  A sustainability plan has recently been completed for the project and endorsed by the Government. The plan makes recommendations regarding sustaining the results post-IWP. The development of national legislation and policies relating to the IWP focal area will also assist in achieving sustainability.

91. With the advent of a number of small grant initiatives in Fiji for community projects (such as the GEF Small Grants program), the local component of IWP is a prime candidate to receive additional support.

Design modifications that could have increased the likelihood of success:

92. Clearly defined project outcomes, outputs and related activities could have led to greater success. 
93. A more extensive analysis of baseline data would have increased the capacity to measure impacts.  Although water quality data was collected, no reporting was undertaken on changes occurring as a result of the project. Baseline and monitoring data would have been useful with respect to the incidence of water borne diseases in the community and in preparing a more extensive waste characterization. 
94. The community will rely on revenue generated from recyclables to cover the cost of their waste collection operations, but this revenue has thus far been insufficient . Fortunately the NDC has incorporated this expenditure into their annual budget/fundraising, which will supplement contributions made by community members. In this and other IWP pilot projects, there was frustration that IWP did not underwrite service costs, so as to enable the recycling program to be fully implemented. Recognizing its limited country funding and focus on piloting new techniques, IWP was justified in not subsidizing the community waste collection services, but more could have been done to push for national funding, and to solicit external financial support for the community from other funding sources.  

95. Regular monitoring checks on activities should be included.
96. Care should be taken in the way that community champions are promoted and selected, as it can alienate other community members. The community as a whole should be lauded for the work they are doing.

 Successes, challenges and lessons learned:

97. Many of the successes, challenges and lessons learned have been comprehensively captured by the NCs in the draft lessons learned document. Some examples include: 

· Selection of pilot projects needs to be done carefully. Expectations of community members can easily be raised, and managing expectations can be extremely difficult and can impact greatly on the project. 
· In order to avoid conflicts and misunderstandings between project implementers and the host community, it is important to ensure that the community members understand the objectives of the project. A communication plan must be put in place from the beginning of the project. 
· It is important for the LA and government to put in place measures to ensure that projects are implemented in a timely manner. The government should realize that projects have timeframes and there are certain donor expectations that need to be met. It is important that before signing an MOU the government should take note of the requirements of the MOU, and whether they will be able to implement projects within the given timeframe and resources.
Recommendations on designing future projects of a related nature:

98. Funds should be set aside to undertake an exercise to monitor and evaluate implementation of the rural waste management policy after conclusion of the GEF assistance.  

99. Involve NGOs in implementing community-based initiatives as they have a wealth of experience in this area.

100. Consider appropriate time-frames and resources required to undertake site selections and other activities. This will help in balancing efforts in different areas of work.

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

101. The M&E plan needs to be revisited with a view to modifying it with respect to identifying clear and measurable outcomes and outputs. Furthermore, the M&E plan should now be reviewed to take into account activities post-IWP.

Recommendations on the need for possible future GEF assistance:

102. Support a monitoring regime to assess the impact of any future and ongoing activities relating to the goal of the Fiji IWP.
3.3 Summary Conclusion

103. The incorporation of IWP into Fiji’s government structure has been effective. Sustainability will be increased as a result of government commitment to the project. 

104. The project has undertaken a range of activities at both the community and national levels. The excellent team-work has been a huge benefit. This demonstrates that the government is capable of executing such projects if partnerships are maintained and partners engaged in a meaningful way.
4. Republic of Kiribati

4.1 Background 

Pilot Project Site(s):



Community of Bikenibeu West on the Island of Tarawa.

Thematic Focus:



Waste management


Pilot Project Goal:


Improving freshwater and marine water quality in Kiribati.

Pilot Project Objectives:

105. The objectives of IWP Kiribati, as presented in the draft M&E Plan, are:

· 1 - (Community): Helping the Bikenibeu West Community to better manage and reduce solid and liquid waste (grey water).

· 2 - (Community): Helping the Bikenibeu West Community to better manage human waste.

· 3 - (Community): Helping the Bikenibeu West Community to better manage pig waste.

· 4 – (National): Improved national capacity to manage solid and liquid waste (grey water). 
Pilot Project Planned Outcomes:

106. The outcomes as identified in the M&E plan are as follows (listed by objective):

Objective 1: 

Improved understanding of the causes and impacts of inappropriate solid and liquid (grey water) waste disposal at Bikenibeu West

· Strengthened local capacity to manage solid and liquid waste (grey water)
· Improved management of solid and liquid waste

Objective 2:

· Identify and trial appropriate sanitation options for Bikenibeu West
Objective 3:

· Identify and trial appropriate options to manage pig waste
Objective 4:

· Strengthened national capacity to manage solid and liquid waste

· Waste legislation and policy reform
· Improved understanding of the causes of inappropriate waste disposal in areas without government waste services and management options
Pilot Project Activities:
107. The following table lists the activities identified to achieve the outcomes and objectives of the community and national components of the project. 

	GOAL:
	Improving freshwater and marine water quality in Kiribati.

	Community Level

	Objective 1:
	Helping the Bikenibeu West Community to better manage and reduce solid and liquid waste (grey water).

	Outcome 1:
	Improved understanding of the causes and impacts of inappropriate solid and liquid (grey water) waste disposal at Bikenibeu West

	Activity 1.1
	Participatory Problem Analysis. Completed

	Activity 1.2
	Baseline assessment of current household waste, management practices and socio-economic situation. Completed

	Activity 1.3
	Communications activities to: (underway and to continuously underway)

· Encourage people in the pilot community to sort their waste for collection

· Encourage people in the pilot community to reduce, reuse and recycle their waste  

	Activity 1.4
	Use PR activities to raise awareness of the problem throughout the wider community (e.g. through church/religious group leaders)

	Outcome 2:
	Strengthened local capacity to manage solid and liquid waste (grey water)

	Activity 2.1
	Stakeholder analysis  Completed

	Activity 2.2
	Village and school workshops to facilitate local participation in project design, implementing, monitoring and evaluation  (February 2005)

	Activity 2.3
	Set up Local Community Committee Completed

	Activity 2.5
	Develop an action plan which may include (October 2004)

· Promoting banana circles

· Introduce and promote indigenous crops (i.e. coconut palm for toddy cutting purposes, pawpaw, pandanus & breadfruit) and other agricultural techniques that reduce use of water for irrigation and encourage use of organic waste.

· Encourage the local community to manage their domestic liquid waste (grey water).

	Activity 2.6
	Employment of community facilitators to assist with the implementation of project activities by December 2004  

	Outcome 3:
	Improved management of solid and liquid waste

	Activity 3.1
	Waste reduce, reuse and recycle campaign - Akeatemange competition from October – December 2004

	Activity 3.2
	Follow up campaigns where necessary (February 2005)

	Objective 2:
	Helping the Bikenibeu West Community to better manage human waste.

	Outcome 4:
	Identify and trial appropriate sanitation options for Bikenibeu West

	Activity 4.1
	Participatory Problem Analysis Completed

	Activity 4.2
	Baseline assessment of current sanitation practices 

	Activity 4.3
	Secondary research on possible sanitation options for Kiribati

	Activity 4.4
	Work with Project Development Team to develop a plan for Sanitation Trial

	Activity 4.5
	Possible training course with selected group to understand sanitation problems, possible solutions and how to construct them.

	Activity 4.6
	Small pilot demonstration of alternative sanitation systems in 

	Activity 4.7
	Communications activities to help people understand the connection between poor sanitation practices and water quality problems, and health problems

	Activity 4.8
	Use PR activities to raise awareness of the problem and to understand the alternative sanitation systems available to them

	Objective 3:
	Helping the Bikenibeu West Community to better manage pig waste.

	Outcome 5:
	Identify and trial appropriate options to manage pig waste

	Activity 5.1
	Secondary research on possible sanitation options for Kiribati

	Activity 5.2
	Use Akeatemange! Competition to encourage householders to develop their own solutions to keep pig waste out of the groundwater system and reduce smells

	Activity 5.3
	Work with Project Development Team to develop a plan for Pig Pens.

	Activity 5.4
	Small pilot demonstration of most appropriate pig waste system.

	Activity 5.5
	Communications activities to: 

· Help people understand the connection between pig waste, water quality problems, and health problems.

· Use PR activities to raise awareness of the problem and to understand the alternative systems available to them.

	Activity 5.6
	Standardized pig pens identified, adopted, managed and binding to every pig keeper within the trial site.

	National Level

	Objective 4:
	Improved national capacity to manage solid and liquid waste (grey water). 

	Outcome 6:
	Strengthened national capacity to manage solid and liquid waste

	Activity 6.1
	Stakeholder analysis.

	Activity 6.2
	Merging National Task Force into a National Waste Management Committee (awareness, collection, funding etc).

	Activity 6.3
	Develop and implement communication plan (to advocate the objectives, processes and benefits of the project at the national level).

	Activity 6.4
	Work alongside Environment and Conservation Division to encourage government to adopt a “self financing” national solid waste management system.

	Outcome 7:
	Waste legislation and policy reform

	Activity 7.1
	Review (December 2004), amend and draft national legislation (March 2005) by to support activities identified at the community level to reduce, reuse or recycle. 

	Activity 7.2
	Review national level institutional arrangements for waste management including a capacity assessment of relevant authorities (December 2004).

	Activity 7.3
	Initiate implementation of recommendations of the review (January 2006).

	Outcome 8:
	Improved understanding of the causes of inappropriate waste disposal in areas without government waste services and management options

	Activity 8.1:
	Cost Benefit Analysis of extending Greenbag waste collection from Bikenibeu West to the rest of Tarawa by end of December 2005.

	Activity 8.2:
	Economic evaluation of waste by June 2006.

	Activity 8.3:
	Water testing and monitoring at Bikenibeu West Underway


4.2 Terminal Evaluation Findings
Overall performance and progress towards objectives and outcomes:

108. The Kiribati IWP has focused primarily on solid waste management at the community of Bikenibeu West on the island of Tarawa. The project has worked to implement and demonstrate a solid-waste separation scheme, with (i) biodegradable organic waste being used as compost for growing food crops (e.g. in “banana circles”), (ii) aluminum cans, glass bottles and batteries being sent for recycling, and (iii) remaining inorganic waste being placed in project-specific “Green Bags” for collection and disposal at a newly created landfill (a non-IWP project).

109. The project has been highly successful in substantially raising awareness about waste management issues throughout the entire Tarawa community, and has utilized effective communication techniques, including radio campaigns and theme songs by a popular local youth (rap) band, as well as highly effective “community cleanliness competitions”, with practical prizes. The latter has generated competition between communities and provides the basis for replication at other sites. 

110. IWP on Tarawa has benefited significantly from and linked well with several other pre-existing and ongoing waste management initiatives on the island, including a highly successful recycling scheme for aluminum cans, glass bottles and batteries (Koake Mange), which was established with funding from ADB, UNDP and AusAID, and which is now run as a successful business by the private sector. A new landfill has also been constructed with funding from ADB.

111. IWP has helped to catalyze the proposed development of a National Waste Management Authority for Kiribati; with associated legislation, which will greatly assist the transition to a truly coordinated, integrated waste management strategy and system for the country.

112. IWP in Kiribati made the decision early on to focus primarily on solid waste issues. As a consequence, there was little progress made on the other listed pilot objectives: liquid waste (grey water), human waste (sewage) and pig waste. The decision to focus on solid waste is understandable, as it is less complex and more accessible for community members. Nevertheless, as Kiribati was already very active on solid waste and recycling reforms, an opportunity was missed to engage community members on these other high priority issues.  
Strengths and weaknesses in project design and implementation:

Strengths

113. At the national level, a major strength of the project design in Kiribati was the ability to link with and benefit from existing and successful solid waste management activities that were funded by other donors, including the Koake Mange recycling scheme.

114. In addition, the adoption of practical, household-level demonstrations, such as the use of organic waste as compost in banana circles, was a major strength in the project design. This feature “touched people’s lives in their own settings”, bringing direct, tangible, practical and immediate benefits to families (e.g. increased supplies of fruit and vegetables), and which other households and communities sought to replicate. It should be noted that the banana circles and the Green Bag programs were initiated prior to IWP by the regional NGO Foundation for Peoples of the South Pacific International (FPSI), and IWP built upon this strong foundation (which may be considered a project design strength ).

Weaknesses

115. At the national level, the project design was too complex and ambitious, in trying to address solid waste, liquid waste, human waste and pig waste all at once. As a result, only the first element was substantially progressed, with efforts on the other waste types falling off rapidly.

Strengths and weaknesses in the in-country implementation arrangements:

Strengths

116. Implementation in Kiribati benefited from the fact that the national government is relatively small in size, assisting good communication and coordination between ministries and agencies.

117. A major strength of the Kiribati IWP was a strong emphasis on communication and awareness activities, using innovative communication techniques, including radio campaigns and theme songs by a popular local youth (rap) band, as well as highly effective “community cleanliness competitions”, with practical prizes.

Weaknesses

118. Like all countries in the program, the Kiribati IWP required long lead times to establish appropriate administrative and project management arrangements, and to decipher the complex and confusing regional ProDoc and refine it to meet national  needs and priorities.

119. IWP in Kiribati did suffer some set backs due to turnover of project staff, and in some instances delays in the transfer of project funds within the government finance system. 
120. Implementation in Kiribati also suffered from the high staff turnover at the PCU; support from the PCU dropped off substantially in the latter parts of the program.

121. The pilot project site on Tarawa could have benefited from greater communication and information sharing with other PIC atoll waste management pilot sites, which face similar challenges (e.g. Majuro in RMI and Funafuti in Tuvalu).

In-country financial management:

122. Project staff reported that greater priority could have been given to providing training in financial reporting, although they said that the PCU provided excellent support on financial issues when requested.

123. As noted above, there were some instances of delays in the transfer of project funds within the government finance system (from the treasury to the LA), which caused delays to project activities.
 No significant financial management issues were reported or apparent for Kiribati.

Replication and sustainability of results achieved:

124. There are good prospects for the sustainability of the communication and awareness aspects of IWP in Kiribati, as the Environment Department has committed to employing the communications officer for at last one year post-IWP, to develop and implement a departmental-wide communications strategy.

125. There are also good prospects for the replication of the “community cleanliness competitions” in the other municipalities on Tarawa, which have taken the initiative to adopt the concept after observing its success at Bikenibeu West.

126. There do not appear to be any plans or initiatives to replicate IWP activities at other islands throughout Kiribati.

127. While not part of IWP, the highly successful Koake Mange recycling scheme on Tarawa is an excellent model of sustainability, having been handed over to the private sector and now being run as a successful business.

128. In the absence of ongoing IWP support, the sustainability of the Green Bag collection scheme for non-recyclable inorganic waste is doubtful, as the public are now being charged to purchase the bags, and municipal collection schemes are sporadic, inconsistent and currently uncoordinated between municipal councils. 
129. While there do not appear to be any specific plans for sustaining the composting (banana circle) activities, this component is likely to be replicated and sustained, as householders realize the direct, practical benefits.

130. Several stakeholders reported that planning for sustainability should be incorporated into projects from the outset, and not added on at the end.

131. At the time of review, Kiribati was still developing its sustainability plan, which has not been received by the review team.

Design modifications that could have increased the likelihood of success:

132. As noted above, a more focused effort, towards one aspect of waste management — in this case solid waste — could have ensured greater success, as the human and animal waste activities were mostly unsuccessful. 

Successes, challenges and lessons learned:

133. Stakeholders reported that a major value of IWP in Kiribati lay in the process of getting community players to talk to each other to identify and plan solutions to problems. The project played a major role in bringing women into community decision-making processes, with the national women’s umbrella NGO playing a key role in the project.

134. While IWP and other waste management projects on Tarawa have achieved considerable success in addressing solid waste, it is clear that the major human health and environmental priority on Tarawa is sewage and wastewater management. It is strongly recommended that any future projects give urgent attention to addressing this major problem in a strategic, integrated manner.

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

135. Perhaps one of the most significant developments that IWP project has helped to catalyze is the proposed development of a National Waste Management Authority for Kiribati; with associated legislation, which will greatly assist the transition to a truly coordinated, integrated waste management strategy and system for the country. It is strongly recommended that highest priority be given by both the government and donors to realizing this initiative.

Recommendations on the need for possible future GEF assistance:

136. Additional GEF support is planned for water resources under the SOPAC IWRM project now under development and for addressing climate change adaptation (through the SPREP Pacific Adaptation to Climate Change project). IWP follow on efforts — especially relating to replication of community solid waste and recycling efforts — are well suited to the GEF Small Grants program, and the evaluation team supports the efforts of the Kiribati NC to submit a proposal to GEF.  
Other points specific to this country / site(s):
137. Management and maintenance of the new land fill dump site could be improved, including stronger controls on types of waste dumped (bio-hazardous medical wastes were observed in the landfill).

138. One aspect of waste management that does not appear to have been properly explored in Kiribati (and many other islands in the Pacific), is waste reduction through import controls. Many products are imported to Kiribati that have excessive and unnecessary plastic packaging, and which create major waste issues once discarded on the island. Studies could be undertaken to characterize the “waste potential” of all imported goods, and import controls put in place to prevent the importation of the worst offenders (e.g. as has been done for glass beer bottles). Disposable nappies (diapers) appear to be a major component.

4.3 Summary Conclusion

139. The main achievement of IWP on Tarawa has been to greatly enhance community and government awareness about 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.

140. It is clear that the major human health and environmental priority on Tarawa is sewage and waste-water management. It is strongly recommended that any future projects give urgent attention to addressing this major problem in a strategic, integrated manner.

5. Nauru

5.1 Background: 

Pilot Project Site(s): 

Bauda
Thematic Focus:


Solid Waste

141. IWP commenced operation in Nauru in February, 2002, following signature of an MOU between SPREP and the Government of Nauru. A review in August 2002 observed that the environmental concern most commonly noted in Nauru was waste management (or lack thereof). It noted that few activities had been undertaken in Nauru to address waste problems. Consequently, the National Environment Coordinating Committee selected community-based waste management as the focus for the IWP pilot project. In May 2003 the Buada Community on Nauru was selected as the pilot site.  

5.2 Terminal Evaluation Findings:

142. Nauru was not one of the countries visited during the Mission; because the pilot project ceased to function during 2003, no effort was made by the Evaluation Team to contact officials in Nauru to discuss their activities. As a consequence, this review only provides information that was submitted by the PCU.  

Overall performance and progress towards objectives and outcomes:

143. The project was unsuccessful in meeting its objectives and outcomes. 
Strengths and weaknesses in the in-country implementation arrangements:

Strengths:

144. Stakeholder consultations were carried out and an assessment of waste problems for the Bauda Community was commissioned. 
Weakness:

145. The project was closed down in 2003 due to financial audit problems

In-country financial management:

146. Financial issues during 2003 made it difficult for Nauru to continue with implementation of the project. Communications with IWP Nauru broken down during 2003 after numerous requests by the IWP PCU to obtain audits for the project year 2002, and other reports from IWP Nauru. As a consequence, SPREP management became involved. 

147. After a number of official letters from SPREP’s management, the PCU still had not received the annual audits and other reports requested of IWP Nauru. In subsequent NCM (4) and MPR (3) meetings, IWP Nauru did not attend, and the PCU saw this as a sign of their withdrawal. 
148. The effort to get financial audits completed was apparently a source of some difficulty.  The Director of Audit for Nauru wrote to the PCU identifying the problems he had encountered in trying to get an audit done. An official letter from SPREP in April 2004 indicated that Nauru would be required to withdraw from the project if no reply to the audit requests was forthcoming by August 2004. No reply was submitted.  

Recommendations on the need for possible future GEF assistance:

149. Future GEF assistance must be dependent on a clear understanding of the financial requirements and clarification on the auditing and other measures that Nauru will undertake to ensure any GEF funds are spent appropriately. 

6. Niue

6.1 Background: 

Pilot Project Site(s):  

Makefu and Alofi North villages

Thematic Focus:

Coastal fisheries:  the goal is to strengthen sustainable management of coastal resources.

Pilot Project Objectives:

150. The draft M&E plan identifies two objectives:

· Strengthen capacity at Alofi North and Makefu to sustainably manage coastal fisheries. 

· Strengthen capacity at a national level to sustainably manage coastal fisheries. 

Pilot Project Planned Outcomes:

151. Whereas the following are indicated as outputs in the M&E plan, most are in fact outcomes. Six outcomes relating to community and national level are identified in the draft M&E. They are: 

Community:

· Motivated stakeholders participating in coastal fisheries management arrangements.
· Strengthened local capacity to sustainably manage coastal fisheries at Makefu and Alofi North.

· Options and alternatives for income generating opportunities.

· Increased capacity at Makefu and Alofi North to manage the impacts of local land-based activities on the coastal environment.

 National:

· Project implementation arrangements established.

· Project Communication Strategy

Pilot Project Activities:

152. The following table lists activities, outcomes, objectives and goal from the draft M&E plan.

	Goal:
	To strengthen sustainable management of coastal resources. 

	Local project components 

	Objective 1:


	Strengthen capacity at Alofi North and Makefu to sustainably manage coastal fisheries. 

	Output 1
	Motivated stakeholders participating in coastal fisheries management arrangements. 

	Activity 1.1
	Establish, implement and manage a communication strategy for Alofi North and Makefu (posters, radio programs, public education and awareness, etc).

	Activity 1.2
	Stakeholder analysis and participation plan for Alofi North and Makefu.

	Activity 1.3
	Complete a PPA (root cause assessment at Makefu and Alofi North).

	Activity 1.4
	Assess solution options for addressing root causes for non-sustainable use of coastal resources at Makefu and Alofi North. 

	Activity 1.5
	Complete review of prior research literatures in relation to fisheries for Makefu and Alofi North

	Activity 1.6
	Ecological baseline survey completed for Makefu and Alofi North

	Activity 1.7
	Socioeconomic baseline survey for Makefu and Alofi North

	Activity 1.8
	Prepare a village profile

	Output 2:


	Strengthened local capacity to sustainably manage coastal fisheries at Makefu and Alofi North.

	Activity 2.1
	Describe existing village governance arrangements (community structure) at Alofi North and Makefu

	Activity 2.3
	Establish a Village Fisheries Management Committee Group in Makefu and Alofi North village (Local Project Working Group) and support regular meetings.

	Activity 2.4
	Review options for strengthening village co-management arrangements to achieve sustainable coastal fisheries. 

	Activity 2.5
	Design and implement a local community coastal fisheries management plan (incorporating tools such as area rotation permanent closures system of harvesting using the “Fono”, and participatory monitoring, etc.).

	Activity 2.6 
	Select and train local facilitators to support participatory marine resource monitoring.

	Output 3
	Options and alternatives for income generating opportunities 

	Activity 3.1 
	Evaluate income generating opportunities to reduce fishing pressure for Makefu and Alofi North

	Output 4


	Increased capacity at Makefu and Alofi North to manage the impacts of local land-based activities on the coastal environment

	Activity 4.1
	Identify and engage partners to monitor impacts of land-based activities on the coastal environment at Makefu and Alofi North (water quality monitoring at coastal springs, etc.) and report results to the communities and relevant Government agencies. 

	National project components 

	Objective 2:
	Strengthen capacity at a national level to sustainably manage coastal fisheries. 

	Output 1
	Project implementation arrangements established

	Activities 1.1
	Local project staff recruit, administrative arrangements (including information management) established 

	Activities 1.2
	National stakeholder analysis

	Activities 1.3
	Establish a National Task Committee and service regular meetings

	Activities 1.4
	Establish a Project Development Team and support regular meetings

	Activities 1.5
	Undertake review of Priority Environment Concerns

	Output 2
	Strengthened institutional capacity for coastal fisheries management

	Activities 2.1
	Identify and train local facilitators to support participatory problem analysis (root cause) for coastal fisheries. 

	Activities 2.2
	Complete a profile of Government ministries

	Activities 2.3 
	Complete a national level assessment of root causes for non-sustainable coastal fisheries (Participatory Situation Analysis)

	Activities 2.4
	Assess existing legislation and institutional arrangements relating to coastal fisheries management (including Coastal Fisheries Management Plan) and revise and strengthen arrangements as necessary. 

	Activities 2.5
	Undertake a training needs analysis for coastal fisheries management in DAFF Fisheries Division

	Activities 2.6
	Support capacity building for DAFF Fisheries Division staff in coastal fisheries management

	Activities 2.7
	Support implementation and monitoring of adopted Coastal Fisheries Management Plan including coordinating arrangements for VFMCs

	Activities 2.8
	Identify and support initiatives to reduce fishing pressure on coastal resources (re-locate fishing effort off-shore)

	Activities 2.9
	Identify and support initiatives to reduce national level impacts of land-based activities on the coastal environment

	Output 3
	Project Communication Strategy

	Activity 3.1
	Design and implement a National Project Communication Strategy


6.2 Terminal Evaluation Findings:

Overall performance and progress towards objectives and outcomes:

153. The project has produced a considerable number of documents. Some of these have been used to assist attain the project goal in the long term (e.g. policies, bylaws, education and awareness materials, resource surveys and management plans). However, these are not well documented in the M&E structure as they are included with the activities.   

154. Niue included the important activity of developing income generating options, which is essential to the sustainability of IWP efforts at the community level. It would have been useful to better link this issue to the national development strategy, so that it becomes a standard inclusion in future coastal resource protection projects and drives also considerations of small business support. 
Strengths and weaknesses in project design and implementation:

155. The strengths in project design and implementation are:

· Through facilitator training and PSA consultations, Niue provided an opportunity to pre-test methods and approaches before larger regional training and other national consultations took place. This resulted in extensive consultations with stakeholders in assisting the design.

· One of the aims of the project was to provide training to the community to facilitate their engagement in the project. Thus, the design reflected a strong community based focus. 

156. In terms of weakness in the project design and implementation, the otherwise excellent resource surveys have suffered from a lack of data on coastal water quality, fish catch and other information to aid in assessing the problem associated with the decrease in marine resources.

Strengths and weaknesses in the in-country implementation arrangements:

The strengths relate to:

· The varied representation of the NTF including village members, government and NGOs. 

· The project has produced valuable outputs that have the potential for longer lasting results such as legislation, management plans and policies to assist sustainable fisheries. 
· The project has undertaken a number of social assessments. 
· Traditional rules and by-laws are strong and have official recognition by government, so progress can sometimes be made on environmental issues without the need for national legislation. 
The weaknesses relate to:

· National legislation, management plans and policies that get put in place often lack sufficient enforcement and monitoring. 

· Limited in-country human resources and expertise forced the project to place a heavy reliance on external consultants. This has resulted in some reservations towards consultants, as it is felt that considerable IWP funds were spent on them, and very little at the community level.

· The success of the pilot project was greatly dependant on the community’s participation. Members of the communities were expected to give their time to implement aspects of the project without compensation, but were aware that substantial funds were being spent on the project. 
· Issues relating to economic valuation and income generating activities were not considered at the project outset. 
In-country financial management:

157. The Finance Ministry was the repository agency for IWP funds, with funds disbursed to the project based on requisition orders. As of the last quarter 2006, approximately USD 426,000 had been disbursed to the project, second only to Kiribati in total country disbursements. 
158. IWP Niue engaged auditors from Samoa to undertake the annual auditing requirement, including the final audit report (pending). The financial management of the project is considered satisfactory.

Replication and sustainability of results achieved:

159. The development of fisheries management plans to assist in achieving sustainable fisheries has the potential to ensure sustainability of results. However, community commitment is vital, as communities represent the primary managers of the pilot sites.

160. Some of the approaches that the project employed are currently being replicated. For instance, village fisheries management plans have been developed in other villages that have expressed interest. The project provided NZD 30,000 to the Fisheries Division to undertake a participatory situation analysis (PSA), as carried out by IWP in all 14 villages on Niue. The PSA will form a basis for developing local inshore fisheries management plans. They in turn will formulate components of a national inshore fisheries management plan that will be administered by the Fisheries Division.

161. With the recent advent of the GEF Small Grants program in Niue, the local component of IWP is a prime candidate to receive additional support. 
162. A sustainability plan will be prepared for the project, which will make recommendations on sustaining the results post-IWP. 

Design modifications that could have increased the likelihood of success:

163. Clearly define the outcomes and outputs expected of the project, and the activities that relate to achieving them. Combine the outputs listed in the M&E as an outcome. 

164. Although the M&E plan included an activity to evaluate potential income generating activities, there was no effort to embark on the relevant findings from the study.

165. The use of international and local consultants could have been better considered. For instance, the resource surveys were carried out across three separate missions by an international consultant: one for the feasibility study to do the survey, the second for the actual survey and third for training. At least two of these visits could have been combined.  

166. The collection and analysis of water samples, documentation of catch rates and other relevant data would increase the capacity to determine problems and measure IWP’s impact and success.    

Successes, challenges and lessons learned:

167. The NC is currently writing up lessons learned, part of which were captured through the collective IWP document (see IWP-Pacific Technical Report no.44). Some of the successes include:

· Together the villagers have established locally conceived plans to manage their fishery resources. These plans are the first of their kind in Niue. Furthermore, they are binding by law.

· Together the two villages of Makefu and Alofi North have set up four temporary closed areas. The villagers have decided that closed areas will rotate as fishing stocks revive. Fish levels are being monitored to see whether closed areas are increasing stocking levels.

168. The challenges of the project relate to coordinating the different stakeholders in the project’s implementation.

Recommendations on designing future projects of a related nature:

169. Funds should be set aside to undertake smaller pilot activities not officially planned for that can be carried out directly by community members. These smaller activities should assist in attaining the goal of the project. 
Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

170. The M&E plan needs to be revisited with a view to modifying it with respect to identifying clear and measurable outcomes and outputs. Furthermore, the M&E plan should now be reviewed to take into account activities post-IWP.

Recommendations on the need for possible future GEF assistance:

171. No specific GEF interventions have been identified, other than replication opportunities in other communities using GEF Small Grants funding and NGO participation. Support will also be needed to improve impact monitoring capabilities. 
6.3 Summary Conclusion

172. The project has a strong community focus. However, the level of community participation proposed was not matched by the available local capacity. 
173. The project has undertaken many interesting social assessment studies that have now been applied in other programs. Activities and lessons learned from IWP have been integrated into the core functions of the Fisheries Division. 
7. Palau

7.1 Background:

 Pilot Project Site(s): 

Madalaii and Ngarchelong 
Thematic Focus:


Solid Waste

174. The pilot project in Palau was selected and established to address waste, with the communities of Madalaii and Ngarchelong selected to host the pilot activities and provide a case study for addressing waste generally. 
175. At the same time that IWP has been active, Palau has been developing an Integrated Solid Waste Management Plan (ISWMP), which includes a waste minimization target of 25% diversion of waste from the waste stream by 2010. Major waste minimization initiatives proposed initially include aluminum can recycling and composting of green waste and sewage sludge. 

176. To finance aspects of the ISWMP, the Government of Palau has been working to raise finances for a proper landfill site. JICA has granted Palau USD 4.5 million over 3 years to improve solid waste management. 

Pilot Project Objectives:

177. Palau was not visited by the evaluation mission visited. Difficulties faced by Palau in providing information, due to theft of the NC’s laptop, have meant that the discussion of some outcomes, objectives and achievements is incomplete.  .   

Pilot Project Planned Outcomes:

	Goal:
	Improve solid waste management for Palau

	Objective 1:
	Strengthen regional capacity for solid waste management

	Output: 
	Enhanced regional efforts in recycling program

	Activity 1.1
	Collect data on recyclable waste (volume of aluminum cans, scrap metals, rubber tires) to assess infrastructure needs and recycling feasibility  Jan. 2005

	Activity 1.2
	Synthesize collected data and submit recommendations for waste reduction/management initiatives to Micronesian Chief Executive Summit.  March 2005

	Activity 1.3
	Establish Micronesia Waste Managers Alliance working group to facilitate US EPA for funding and technical assistance. End of 2005

	Objective 2:
	Strengthen national capacity for solid waste management

	Output 2
	Improved understanding of the cause and effects of solid waste

	Activity 2.1
	Conduct National Stakeholder Analysis (completed)

	Activity 2.1
	Implementation of national communications strategy. (Schools, newsletter, radio spot announcements). Ongoing

	Activity 2.2
	Develop solid waste lesson booklet for all year three elementary students (both national and private). Completed

	Activity 2.3
	Conduct Economic Evaluation on waste.  Jan. 2005

	Output 3:
	Improved national institutions for managing solid waste (links to regional feasibility) 

	Activity 31
	Creation of Division of Solid Waste Management to manage landfills in Palau. Completed

	Activity 3.2
	Provide capacity building for newly created Division of Solid Waste Management.  Dec. 2006

	Activity 3.3
	Conduct an institutional and legislative review (start Nov 04, finish Feb 2005); revise and implement recommendations as necessary, including local state policies. End of 2006

	Objective 3:
	Strengthen state government capacity to manage solid waste

	Output 4:
	Improve state level institutions for management of solid waste

	Activity 4.1:
	Perform Needs Analysis for state personnel on waste management (e.g. handling and disposal of waste) Dec. 2005

	Activity 4.2
	Support state government composting initiatives (Identified low cost/no cost landfill operation system (semi – aerobic landfill). end of 2006

	Objective 4:
	Improve local understanding of household waste management of Ngarchelong.

	Output 4:
	Raised awareness and improved understanding of the cause and effects of household waste  End 2006

	Activity 4.1
	Conduct a waste stream analysis (state government) completed

	Activity 4.2
	Conduct a PPA - submit report to PCU 

	Activity: 4.3
	Conduct water data collection. Jan 2005 and thereafter

	Activity 4.4
	Implementation of the local household waste communication strategy. Ongoing until end of 2006

	Activity 4.5
	Conduct Ngarchelong Socio-economic baseline survey.  Jan. 2005

	Activity 4.6
	Conduct Ngarchelong ecological survey of Ngarchelong. Dec. 2004

	Output 5:
	Increased recycling of household waste

	Activity 5.1
	Conduct compost training for the community. March 2005

	Activity 5.2
	Establishment of compost demonstration site. May 2005

	Activity 5.3
	Social Marketing (SM) to encourage composting including separation of waste. Jan 2005–Dec. 2006

	Activity 5.4
	Establish demonstration site for compost toilets. June 2005

	Activity 5.5
	Create community working group to monitor & evaluate of household waste. April 2005


Pilot Project Activities:

178. Activities are outlined in the above table. They included collecting and synthesizing baseline information on the socioeconomic and environmental situation in the pilot communities. This baseline information included a waste stream analysis for the local community. 
179. Work at the national level included an economic valuation to determine the true cost of waste management for Palau, a review of the institutions and legislation relating to waste management, and formalization of the National Solid Waste Management Committee. 
7.2  Terminal Evaluation Findings
Overall performance and progress towards objectives and outcomes:

180. Based on the information provided, it appears that Palau has been able to utilize IWP to further its efforts to fund and design a new landfill and IWP has been very helpful in identifying the high social and economic costs of the current improper solid and liquid waste management. 

181. With respect to educating the public, changing behaviors, establishing recycling and composting programs and spurring community clean up projects, there do not appear to be strong results. 
Strengths and weaknesses in project design and implementation:


182. Palau completed its problem profile (“Review of Priority Environmental Concerns Report, 2003”). In addition, Palau completed an initial stakeholder assessment and national communications strategy. 
183. Palau was able to tie the IWP initial design effort together with other national priorities, including linking this effort with its National Biodiversity Strategy and Action Plan (NBSAP). 

184. Palau completed an economic evaluation of waste problems in 2005, “Economic Cost Scenarios for Solid Waste Related Pollution in Palau” (published in late 2006 as IWP-Pacific Technical Report no. 28).
185. The IWP effort enabled an environmental assessment of the Ngarchelong Solid Waste Site, (within the Chollie watershed) which included suggested priority actions for minimizing environmental impacts from waste disposal practices and reducing potential health impacts (published in late 2006 as IWP-Pacific Technical Report no. 27). 


186. Palau did not complete its root cause analysis, nor did they submit a government profile, or NGO profile. 

187. The Palau NTF was formed as a subcommittee of the National Environmental Protection Council. The council includes a wide range of stakeholders, including NGOs and the Chamber of Commerce. It was reported that the IWP subcommittee did not meet on a regular basis and was not involved much in project oversight and implementation. 

Strengths and weaknesses in the in-country implementation arrangements:

188. Palau was able to retain its NC for the project duration, however the NC was also in charge of waste issues generally for the Department, and hence had time constraints, especially as Palau has been in the midst of a major landfill development project. So although continuity and integration with national strategies was excellent, the IWP effort did not receive sustained attention.  

In-country financial management:

Concerns were raised by the PCU regarding financial management based on the audit in Palau in 2003. The PCU then indicated that these budget issues were rectified during 2004. 

Replication and sustainability of results achieved:

189. Waste management assessment activities formulated through IWP are now to be replicated in Melekeok State.

190. IWP in Palau has financially supported the Koror State Government Solid Waste Management Office in its on-going efforts to promote Recycling Programs in Koror through the establishment and promotion of Waste Segregation Stations.
191. The Palau NC indicated in an IWP replication report that Palau is leading the effort to establish a regional Micronesian Waste Managers Alliance Working Group in order to spur funding and technical assistance on waste issues in the region.  

Design modifications that could have increased the likelihood of success:

192. A stronger emphasis on community participation and involvement could have enabled the pilot to generate a higher level of community support and greater replication.

Successes, challenges and lessons learned:

193. As indicated by the PCU it its summary of achievements: 

· In Chollie, recycling and regular rubbish collection has been established. Three composting sites have been established, and composting toilets have been built at Bethania High School. 

· Nationally, a solid waste management office has been set up, and a national integrated waste management strategy is being developed. 
· Legislation for a “Depository Fee and Establishment of a Recycling Center Fund” and a “Clean Palau Act” are being considered by the House of Parliament and House of Delegates, respectively. Also, the Ministry of Education has incorporated waste management courses into school curriculum. 

· Palau has a scholarship recipient expected to graduate this fall with a master’s degree. 

Recommendations on designing future projects of a related nature:

194. If the ISWMP is implemented as planned, including investments through JICA and others for a new landfill and an effective recycling program, this will go a long way towards meeting the solid waste objectives set out for IWP. It will be important to continue the community-based activities that were piloted under IWP, including public awareness and community participation. 

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

195. The key effort appears to be the national launch of a recycling program, with much that can be learned and replicated for example from the successful launch in Kiribati of its deposit/return program. 

Recommendations on the need for possible future GEF assistance

196. Palau should consider a funding request under the GEF Small Grants program for continuing community based waste management efforts, especially as the new waste strategy is introduced and recycling promoted. 
7.3 Summary Conclusion

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

8. Papua New Guinea (PNG)

8.1 Background: 

Pilot Project Site(s):


Barakau Village; Central Province
Thematic Focus:



Primary: Waste Management. Secondary: Coastal Fisheries
Pilot Project Goal:


Improve waste management in PNG to foster a clean and healthy country and environment.

Pilot Project Objectives:

Objectives:

1: Promote proper management of pig feces, solid and human waste in Barakau village in order to improve the health and well being of the community.
2: To improve capacity to manage solid and human waste in PNG.

3: Ensure sustainable utilization of marine resources.

Pilot Project Planned Outcomes:

  Objective 1:

Outcomes:

1: Community awareness and participation in selection of better methods of disposal of pig feces, solid and human waste.

2: Improved capacity to handle solid and human waste.

3: Improved regulation and enforcement for solid and human waste disposal in the community.

Objective 2:

Outcomes:

4: Improved networking and collaboration between relevant organizations.

5: Improved regulatory capacity.

6: Improved awareness on proper waste management.

 Objective 3:

Outcomes:

7: Improved understanding of the status of the marine environment and the need for sustainable use of the marine resources.

8: Establishment of appropriate Marine Resources Management plan.

9: Improved capacity for local fishery management.

10: Improved regulation and enforcement.

Pilot Project Activities:

Table 1: Activities

	Goal:
	Improve waste management in PNG to foster a clean and healthy country and environment.

	Objective: 1.0
	Promote proper management of pig feces, solid and human waste in Barakau village in order to improve the health and well being of the community.

	Outcome 1
	Community awareness and participation in selection of better methods of disposal of pig feces, solid and human waste.

	Activity 1.1
	Carry out pig feces, solid and human waste management survey (Completed May 2004)

	Activity 1.2 
	Evaluate data and present findings to the community. (by end of October 2004).

	Activity 1.3
	Compile data on alternative methods of disposal of pig feces, solid and human waste.

	
	Conduct PPA to analyze causes of problems due to improper disposal of pig feces, solid and human waste.

	Activity 1.5
	Participatory formulation of Waste Management Plan in relation to pig feces, solid and human waste

	Activity 1.6
	Develop and implement Communications Strategy on waste management plan

	
	Seek endorsement of LPMC and NTF

	Outcome 2
	Improved capacity to handle solid and human waste.

	Activity 2.1
	Identify training needs for the selected methods of waste disposal that will be piloted.

	Activity 2.2
	Provide appropriate training.

	Activity 2.3
	Monitor impact of training and make necessary adjustments.

	Outcome 3
	Improved regulation and enforcement for solid and human waste disposal in the community.

	Activity 3.1
	Review existing regulatory and enforcement mechanisms for proper pig feces, solid and human waste disposal.

	Activity 3.2
	Discuss deficiencies in enforcement of pig feces, solid and human waste disposal regulations during PPA.

	Activity 3.3
	Make appropriate regulatory and enforcement amendments.

	Activity 3.4
	Monitor impacts of management plan and make necessary adjustments to plan and related regulatory and enforcement mechanisms.

	Objective: 2.0
	To improve capacity to manage solid and human waste in PNG.

	Outcome 4
	Improved networking and collaboration between relevant organizations.

	Activity 4.1
	Update inventory of existing stakeholders involved with solid and human waste management and review their respective roles and expertise.

	Activity 4.2
	Establish opportunities to meet and exchange information and develop joint work programs to promote collaboration.

	Outcome 5
	Improved regulatory capacity.

	Activity 5.1
	Review existing national policies and regulations on solid and human waste management.

	Activity 5.2
	Amendment national policies and regulations as necessary.

	Outcome 6
	Improved awareness on proper waste management.

	Activity 6.1
	In collaboration with stakeholders, review previous and current awareness strategies.

	Activity 6.3
	Initiate revised awareness campaigns targeting all sectors of the community.

	Objective: 3.0
	Ensure sustainable utilization of marine resources.

	Outcome 7
	Improved understanding of the status of the marine environment and the need for sustainable use of the marine resources.

	Activity 7.1
	Conduct marine and mangrove surveys (completed July 2004)

	Activity 7.2
	Carry out awareness on the extent and diversity of the local marine ecosystem by end of October, 2004

	
	PPA 

	Outcome 8
	Establishment of appropriate Marine Resources Management plan.

	Activity 8.1
	Compile data on possible management arrangements incorporating traditional practices and modern concepts by mid -November 2004

	Activity 8.2
	Discuss management plan with stakeholders by mid - November 2004

	Activity 8.4
	Discuss strategies with stakeholders by end of November 2004

	Activity 8.3
	Incorporate selected management strategies into management plan by end of November 2004

	Activity 8.5
	Finalize resource management plan by mid-2005 and implement from late 2005

	Outcome 9
	Improved capacity for local fishery management.

	Activity 9.1
	Identify training needs as per RAP by end of November 2004

	Activity 9.2
	Select participants and provide appropriate training by July 2005

	Activity 9.3
	Monitor training and make improvements as required by December 2005

	Outcome 10
	Improved regulation and enforcement.

	Activity 10.1
	Review existing regulation and enforcement by mid-November 2004

	Activity 10.2
	Discus deficiencies and improvements during PPA by mid-November 2004

	Activity 10.3
	Make appropriate changes by March 2005 and implement.


8.2 Findings
Overall performance and progress towards objectives and outcomes:

198. The MoU between SPREP and the Government of PNG was signed on 22 May, 2002 and project implementation commenced in mid-June with the recruitment of an NC. The project was implemented through the national Department of Environment and Conservation (DEC) and overseen in the first half of implementation by an NTF comprising representatives from relevant agencies in the public and private sector. The operation of the NTF was adversely affected by changing representation and declining attendance. It was subsequently replaced by a Solid Waste Management Task Force which focused on the formulation of a National Solid Waste Management Strategy and Action Plan. The project quickly began to focus on waste management and efforts to address the secondary thematic focus of coastal fisheries suffered.

199. The objective for the IWP PNG pilot project was to trial ways and means of assisting a community to improve waste disposal and determine how this experience may be replicated in other communities throughout the country. Due to funding and logistical constraints the Expressions of Interest to host the pilot project were invited only from the Central Province. Barakau village was eventually chosen as the host site as it was judged to fulfill all the requirements for the successful implementation of the project. 

200. The project was launched in the village in early December 2003 and implemented from 2004 to 2005. It was run in several phases including initial awareness and familiarization, establishment of a local project management committee, baseline data collection, participatory problem analysis and solution formulation, compilation and implementation of a Remedial Action Plan and finally, monitoring and evaluation. Project implementation was impaired by lack of leadership and cooperation from the community. The subsequent involvement of the local dominant church helped the project to rebuild and regain community support. Implementation at the national level was affected by the apparent lack of interest in the NTF and delayed responses from DEC to review and make appropriate regulatory and policy changes supporting waste management and conservation of marine resources.

201. By the end of December 2005, the following outputs were realized: increased level of awareness in the community on the need to properly dispose of waste and sustainable utilization of marine resources, construction of VIP demonstration toilets, construction of an open pit waste dump, establishment of a waste collection and disposal system and major preparatory work on the establishment of a marine protected area for the Barakau Bay fishery.

202. The project has produced a number of crucial lessons for future interventions of a similar nature. These include: confirmation of community preparedness and support before commitment of resources, concentration on one focal area, adoption of a simple incremental approach to project implementation, execution of an effective communication strategy, proactive engagement of important collaborators and strategic utilization of influential people.

Strengths and weaknesses in project design and implementation:

At the national level, the following were considered weaknesses:

203. The project design was too complex and ambitious, in trying to address both waste management and coastal fisheries. As a result, only the first element was substantially progressed, with efforts on the coastal fisheries falling off rapidly.

204. During initial project design, countries were asked to rank GEF’s three global International Waters concerns and their associated problems based on an assessment of the actual national severity of each of the identified problems. In response, PNG developed a report which summarized specific national, regional and international issues and concerns that affect PNG, which could be considered for funding by GEF, UNEP, UNDP or World Bank.

205. Instead of conforming to the prescribed GEF format, the report outlined a detailed project proposal entitled: Management and Protection of Marine and Freshwater Wetlands for Biodiversity Conservation and Sustainable Use of Natural Resources in Papua New Guinea. This approach was deliberately taken to reflect the relative magnitude of the environmental issues in PNG and the preference to solicit funds on a direct bilateral basis rather than being bundled together with the other PICs. The proposal was based on the PNG government’s adopted Environment and Conservation Strategic Action Plan for 1997–2000, which was centered upon the Total Catchment Environment Management concept. 
206. PNG was not successful in obtaining its own funding, so they requested to participate within IWP, and re-formulated national activities accordingly. 
Strengths and weaknesses in the in-country implementation arrangements:

Strengths

207. There were three main strengths in in-country implementation arrangements:

· There was high-level political support or the project from the Minister of Environment.

· A local project management committee was established.

· The involvement of the local dominant church helped the project to rebuild and regain community support, after Community political leadership adversely affected the program (see below).
Weaknesses

208. The operation of the NTF was adversely affected by changing representation and declining attendance. It was subsequently replaced by a Solid Waste Management Task Force which focused on the formulation of a National Solid Waste Management Strategy and Action Plan. The project quickly began to focus on waste management and efforts to address the secondary thematic focus of coastal fisheries suffered.

209. Project implementation was impaired by lack of leadership and cooperation from the community. Implementation at the national level was affected by the apparent lack of interest in the NTF and delayed responses from DEC to review and make appropriate regulatory and policy changes supporting waste management and conservation of marine resources.

210. The NGO community was not represented on the NTF, apparently because of the absence of an umbrella body and due to concerns that the appointment of one group could lead to accusations of preferential treatment or favoritism.

211. Numerous requests were made to other members of the NTF to assist where possible in implementation of the project at both the local and national levels but no concrete responses were received. The main reason given was lack of funding and inability to work outside of pre-determined work plans. Even attempts to involve the Health Inspector from the Central Provincial Administration's Division of Health in the construction and awareness workshop on VIP toilets in Barakau village were complicated by bureaucratic barriers. 

In-country financial management:

212. Overall, project staff reported efficient and effective financial management arrangements for the project in PNG; however, there were a number of examples of inefficient use of finances, and of poor communication between the PCU and the PNG government on financial matters. 
213. Because DEC was unable to assist with transport the PCU advised that a vehicle could be hired. The NC argued that it would be cheaper in the long term to purchase a second hand 4WD vehicle rather than continuing to hire one. By the time UNDP and PCU endorsed the request to purchase a vehicle; almost PGK 90,000.00 had been spent on vehicle hire. The vehicle was needed for the Expressions of Interest evaluation process with the short-listed sites located northwest and southeast of Port Moresby, as well as regular travel up and down the Magi Highway to the pilot project site during project implementation. PGK 45 000.00 was later spent on the purchase of a second-hand double cab utility.
214. The PNG NC asserted that NCs were not told exactly how much money was available for the duration of the project and that this affected planning and budgeting for project implementation. While this allegation suggests a communication problem between the PCU and the NCs, the project records demonstrate that in fact it was more of a project management capacity issue, with NCs having difficulties keeping track of the budgets for their country activities. Following the budget revision by the first MPR, national allocations accounted for approximately 64% of the Program Budget. Divided equally among 14 participating countries, this provided a provisional national budget of approximately USD 360,000 for each pilot. This information was included in the 2nd MPR documents (26–27 June 2003), and the 3rd MPR working papers (8–9 July 2004). This allocation was then revised every year based on project spending the previous year. The IWP Budget Revision 4 (December 2004) placed the amount available to national projects at USD 336,784, although Revision 5 (July 2005) resulted in an increase to USD 356,857 (a 6% increase), following the withdrawal of Nauru from the project. Revision 6, May 2006 placed this amount at USD 361,000. The amount of funds available to each national project were conveyed to NCs each time there was a budget revision, and was discussed at the MPRs. Except for MPR5, all National Coordinators participated at the MPRs. As of the 4th quarter reporting in 2006, PNG had spent USD 425,000, which was in fact USD 64.000 over allocation and the third highest, after Kiribati and Niue. 
215. Because there were two focal areas for IWP PNG, and the population of the village was large, two full-time project facilitators were recruited, which consumed a significant portion of the funding. Substantial savings would have been realized if one focal area had been selected, a secondhand vehicle had been bought much earlier instead of hiring transport, and only one project facilitator had been recruited. Alternatively, funding from government or other sources would have been useful, in order to enable some of the IWP funding spent on project facilitators to be used for other project purposes. 
Replication and sustainability of results achieved:

216. IWP in PNG has not made significant progress with regard to replicating the activities at Barakau; however the neighboring villagers of Tubusereia and Gaire have made enquiries about how they can organize themselves to deal with the same issues. 
217. At the national level arrangements are in progress for the IWP initiative to be absorbed within the Environment Protection Branch of the Department of Environment and Conservation’s Environment Division. Officers within this Branch will provide technical support to interested communities who adequately demonstrate their willingness to address waste management and related concerns in their villages. In addition, the National Solid Waste Management Strategy and Action Plan currently under formulation will define the overall framework for improved solid waste management at all levels.
218. PNG IWP has, since November 1, been fully integrated within the Environment Protection Branch of the Department of Environment and Conservation making the PNG pilot the first to achieve this milestone.

219. IWP in PNG has developed a Sustainability Plan (August 2006); the challenge is now for the Government and other stakeholders to implement this.

Successes, challenges and lessons learned:
220. Despite delays in starting the project, and a number of implementation challenges, IWP PNG has achieved a number of notable successes. Community members gradually came to appreciate what the project was tying to do, especially after the results of the shoreline and nearshore water quality surveys were explained to them. The revival of the Tuesday village clean ups also showed how several hours of dedicated community service can drastically improve the appearance and general cleanliness of the village.

221. One of the main findings of the waste management survey was that people were indiscriminately disposing of their household waste because there was no specific dump site, and the provision of such a facility would help promote responsible waste management. In the formulation of the remedial action plan (RAP), it was agreed that IWP PNG would assist in the construction of an open pit waste dump and establishment of a waste collection and disposal system. These outcomes were achieved towards the end of 2005 and the community is now responsible for the maintenance of the dump and implementation of a reliable waste collection and disposal system.

222. An undertaking that was personally supported by the Minister for Environment and Conservation was the introduction of a policy banning the use of plastic shopping bags. IWP PNG was involved in the advertisement of the interim policy in accordance with the publicity provisions of the Environment Act 2000. The policy is currently going through the final phase of public scrutiny and is expected to come into effect in early 2007.

223. Under the postgraduate scholarship scheme, four students were selected to undertake Honors Degree studies at the University of Papua New Guinea in the School of Natural and Physical Sciences. Each student was assigned a research topic related to the focal areas of IWP. The topics allocated include: freshwater quality management in the Barakau catchment, community waste management, mangrove rehabilitation and sustainable coastal fisheries. The scheme turned out to be a mutually beneficial experience for the students and the villagers. The students are scheduled to complete their dissertations by the end of September 2006.

Challenges faced by the project in PNG were numerous, including:

224. The socioeconomic evaluation report for Barakau village was to have been submitted at the beginning of December 2004 for inclusion in the compilation of the RAP. The consultant was paid 50% of the fees but has yet to submit the report. The consultant is expected to furnish a report before the project terminates so that it can at least be used for other village development and resources management undertakings, either by the community in conjunction with the government or NGOs. 

225. One of the biggest hindrances to the successful implementation of the project in the community has been the Councilor who is the political head of the village. Twelve months into the project, it became obvious to the IWP PNG team and the community that the Councilor was going to use the project for his personal gain and to expand his support base in preparation for the 2007 Local Level Government elections. As a direct consequence, people started to react negatively to the project and participation in meetings declined steadily. At the same time, the Councilor and the church could not work together and community participation dropped alarmingly, given the substantial influence of the church.  The situation was so critical to the continuation of the project that the Project Team had to organize a meeting with the Local Church Executive and the Councilor to sort out their differences and request the Local Church Executive’s assistance in reviving support for the project by the community.

226. The project has revealed a number of crucial lessons for future interventions of a similar nature. These include: 

· confirmation of community preparedness and support before commitment of resources; 

· concentration on one focal area; 

· adoption of a simplistic incremental approach to project implementation; 

· execution of an effective communication strategy; 

· proactive engagement of important collaborators;  and 

· strategic utilization of influential people. 
Recommendations on designing future projects of a related nature:

227. Despite being a planned five-year project, it did not commence in PNG until June 2002, following the appointment of the NC. The final year was largely devoted to monitoring and evaluation, so the main project activities were carried out over three years, from 2003 to 2005. These covered project awareness, identification of focal area, pilot site selection, participatory problem analysis and solution formulation as well as implementation of a RAP and institutional arrangements to ensure the continuity and replication of initiatives and positive strategies. 

228. All of 2003 was spent on initial awareness, evaluation of priority environmental concerns and selection of the pilot project site. Pilot site activities were planned to run throughout 2004 and 2005, but with delays in beginning the planned activities, the one-year implementation period for the RAP turned out to be insufficient. Ideally the project should have commenced at the pilot site within the first year. This would have presented enough time to trial solutions, monitor impacts and make necessary adjustments as required. In retrospect, the project spent a considerable amount of time and resources in the preparatory phases and was heavily burdened with trying to maintain community support. Similar experiences were reported by other IWP countries (and by other GEF projects). 

229. It is therefore recommended that in designing future projects of a related nature, adequate time be allowed for the establishment of project implementation arrangements and undertaking all necessary initiation and preparatory activities.

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

230. Some worthwhile opportunities for collaboration that should be pursued by DEC include establishment of the Ward Development Committee system, with assistance from the Department of Provincial and Local Level Government, and placement of fish aggregating devices (FADs) in local reefs as part of local fisheries management plans, with the assistance of the National Fisheries Authority. An effective Ward Development Committee system should expand the scope for greater community participation in village development activities, and promote community service and responsibility. The FADs should help reduce fishing pressure on the reefs and mangrove areas and eliminate the capture of juvenile fish.

Recommendations on the need for possible future GEF assistance:

231. Stakeholders advised that while additional and ongoing donor support is always needed and welcomed, there were no intentions to develop a proposal for a follow-up GEF project. 
232. Due to the relatively large size of PNG and the enormity and complexity of its environmental challenges, PNG generally has a preference for direct, bilateral assistance from GEF and other donors, rather than being a small part of larger, regional projects. It is recommended that the direct, bilateral approach is more appropriate for PNG for future GEF projects.

Other points specific to this country / site(s):

Most people assumed from the name of the program that it was intended to install a new water supply scheme for the village. The previous system was destroyed by vandals almost a decade ago and most of the people had to resort to obtaining water from the nearby rivers and wells. Carrying water containers from these sources has since become a laborious daily routine especially for young girls and women folk. The quality and quantity of water from these sources vary with the weather and any improvement in the delivery of water to the community would be greatly appreciated. From the people’s perspective, improved water supply rather than improved waste management was the main priority. This is seen as one of the main reasons why the people were slow to respond to the project because it did not seem to directly cater for one of their most pressing and immediate concerns. 

8.3 Summary Conclusion

233. 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.

234. Two highly significant outcomes that have been greatly assisted by 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.

9. Republic of Marshall Islands

9.1  Background: 

Pilot Project Site(s):



Jenrok Village, Island of Majuro.

Thematic Focus:



Waste management.


Pilot Project Goal:


Improve sustainable management of waste on Majuro.
Pilot Project Objectives:

235. The objectives of IWP in Marshall Islands as presented in the draft M&E Plan are:

Objective 1 - (Community): Strengthen the capacity for Jenrok to manage waste.

Objective 2 - (National): Increase national capacity to manage waste on Majuro

Pilot Project Planned Outcomes:

236. The outcomes as identified in the M&E plan fall under each of the above objectives as follows:

  Objective 1 - (Community):
Outcomes:

1: Increased understanding of waste issues

2: Improved coordination and participation amongst stakeholder

3: Develop local capacity to manage waste in Jenrok

  Objective 2 - (National):

Outcomes:

4: Strengthened institution, policy and legislation to support waste management

5: Trained and qualified personnel to support waste management in designated responsible institutions

6: Increased nation-wide awareness of the impacts of poor waste management practices on lives and livelihood

Pilot Project Activities:

237. The following table lists the activities which were identified to achieve the outcomes and objectives of the community and national components of the project. 
Table 1: Activities

	Goal:
	Improve sustainable management of waste on Majuro.

	Objective 1
	Strengthen the capacity for Jenrok to manage community waste.

	Outcome 1
	Increased understanding of waste issues

	Activity 1.1
	Communication strategy for waste in the Jenrok community

	Activity 1.2
	Design and implement a communication strategy for the Jenrok community

	
	Participatory problem analysis for Jenrok.

	Activity 1.3
	Develop a schedule for PPA

	Activity 1.4
	Undertake PPA

	Activity 1.5
	Raise awareness in Jenrok on PPA findings

	
	Sociojeconomic baseline survey

	Activity 1.6
	Design terms of reference for social economic baseline survey

	Activity 1.7
	Select resource person to complete survey

	Activity 1.8
	Raise awareness in Jenrok (and nationally) on the results of the social economic survey

	
	Ecological baseline survey

	Activity 1.9
	Design terms of reference for ecological baseline survey

	Activity 1.10
	Select resource person to complete survey

	Activity 1.11
	Raise awareness in Jenrok (and nationally) on the results of the ecological baseline survey

	
	Waste Stream Analysis

	Activity 1.12
	Design terms of reference for waste stream analysis

	Activity 1.13
	Select resource person to complete waste stream analysis

	Activity 1.14
	Raise awareness in Jenrok (and nationally) on the results of the waste stream analysis

	Outcome 2
	Improved coordination and participation amongst stakeholder

	Activity 2.1
	Complete a stakeholder analysis for waste in the Jenrok community

	Activity 2.2
	Design and implement a project stakeholder participation plan for the Jenrok community

	
	Community Waste Coordinating Committee (CWCC) 

	Activity 2.3
	Use the stakeholder analysis to establish CWCC

	Activity 2.4
	Provide ongoing support to CWCC work

	Outcome 3
	Develop local capacity to manage waste in Jenrok

	
	Local facilitators selected and trained in participatory problem analysis.

	Activity 3.1
	Identify and train suitable resource people for training in community participatory problem analysis

	
	Identify solutions for addressing waste management problems at Jenrok 

	Activity 3.2
	Assess the options for addressing the root cause for waste management concerns at Jenrok (such as waste re-cycling, community laws, etc)

	Activity 3.3
	Select the solution options for piloting at Jenrok including implementation of kakien.

	
	Plan of action to support the implementation of selected options for addressing waste management concerns at Jenrok

	Activity 3.4
	Design a work program for supporting selected options for addressing waste management concerns at Jenrok

	Activity 3.5
	Monitor (using community members where possible) the impact of project activities on improving the management of waste at Jenrok

	Objective 2
	Increase national capacity to manage waste on Majuro

	Outcome 4
	Strengthened institution, policy and legislation to support waste management

	Activity 4.1
	Undertake national level stakeholder analysis and participation plan

	Activity 4.2
	Establish NTF and technical advisory committee (Project Development Team)

	Activity 4.3
	Review Priority Environment Concerns (PEC)

	Activity 4.4
	Review legislation and institutional arrangements for the management of waste on Majuro Atoll and assess options for implementing improved waste management institutional arrangements.


	Activity 4.5
	Identify and support mutually beneficial partnerships for improved waste management on Majuro

	Outcome 5
	Trained and qualified personnel to support waste management in designated responsible institutions

	Activity 5.1
	Complete a training needs analysis for responsible institutions in waste management

	Activity 5.2
	Provide training to relevant personnel on waste management

	Outcome 6
	Increased nationwide awareness of the impacts of poor waste management practices on lives and livelihood

	Activity 6.1
	Design, develop and implement a national communication strategy

	Activity 6.2
	Design and support the implementation of waste-related curricula in Majuro primary schools



	Activity 6.3
	Complete an economic valuation of waste for Majuro


9.2 Terminal Evaluation Findings:

Overall performance and progress towards objectives and outcomes:

238. The RMI IWP project has focused on solid waste management at the village of Jenrok on the island of Majuro. Initially, the project took a much broader focus, including sewage/waste water management, coastal management and general community improvement activities

239. As with Kiribati, the project participants have worked to implement and demonstrate a solid waste separation scheme, with biodegradable organic waste being used as compost for growing food crops; aluminum cans, glass bottles and batteries being sent for recycling, and remaining inorganic waste being placed in municipal “skips” or bins for collection and disposal at a landfill (garbage dump).

240. The project has been successful in substantially raising awareness about waste management issues in Jenrok and throughout the entire Majuro community. Following the experience in Tarawa, late in the project (2006) RMI initiated “community cleanliness competitions”, with practical prizes. The latter has generated significant interest from other municipalities on Majuro, and provides the basis for replication at other sites. 

241. As with Kiribati, the IWP project has helped to catalyze the proposed development of a National Waste Management Authority for RMI, which will greatly assist the transition to a truly coordinated, integrated waste management strategy and system for the country.

242. As with Vanuatu; project staff in RMI reported that the socioeconomic baseline study undertaken as part of IWP was received very positively, providing essential and extremely useful information that has “shone new light” on the pressing  issues at the pilot project site, and is being used as a model for 12 other sites throughout RMI (with ADB funding).

243. The IWP project in RMI did suffer some setbacks due to shifting of the LA from the EPA to the Office of Environmental Policy and Project Coordination (OEPPC), turnover of national project staff, and in some instances delays in the transfer of project funds within the government’s finance system. 
Strengths and weaknesses in project design and implementation:

Strengths

244. At the national level, the project design was too complex and ambitious, in trying to address solid waste, liquid waste, human waste and pig waste all at once. As a result, only the first element was substantially progressed, with efforts on the other waste types falling off rapidly.

245. Project staff reported that much better planning could have gone into the design and provision of the recycling collection points in Jenrok, along with better arrangements with the municipal councils to empty them and transport waste to the recycling centre. The simultaneous and uncoordinated provision of large garbage skips in the community by the municipal councils and the startup of the recycling program provided an easy option for the dumping of all solid waste, without sorting or recycling. This decreased the effectiveness of the recycling collection points. 
Strengths and weaknesses in the in-country implementation arrangements:

Strengths

246. Like all countries in the program, the RMI IWP required a long lead time, due to the time necessary to establish appropriate administrative and project management arrangements, and to decipher the complex IWP ProDoc and refine it to meet national needs and priorities.

247. The relatively small size of the RMI national government should have aided ministry and agency communications and coordination on IWP; however, it was apparent that fragmented responsibilities in the environment/natural resources sector, and interagency rivalries, impeded project implementation. 

248. The IWP project in RMI suffered setbacks during the transition of the LA from the EPA to the OEPPC, from the turnover of national project staff, and in some instances from delays in the transfer of project funds within the national government finance system. The move from EPA to OEPPC saw a major refocusing of the project away from broad objectives that included sewage/waste water management, coastal management and general community improvement activities, to a narrow focus on solid waste management only. 
249. Project staff claimed that IWP had been successful in removing pig-pens from beachside areas where effluent runs into the sea, although during a site inspection at Jenrok the Evaluation Team observed many pig pens along the beach.

250. The RMI IWP NC expressed concern that in-country implementation suffered from the high-turnover of staff at the PCU, and noted that support from the PCU dropped off substantially in the latter parts of the program. In response, the PCU noted that there were no requests for PCU staff assistance on record from RMI during the last 12 months of the project. In addition, with respect to project funds utilization, RMI spent $272,000 of its allocation, almost $90,000 less than was available, and second lowest after FSM (excepting Nauru, which ceased activities in 2003). The PCU staff traveled more frequently during project inception, to work closely with NCs as they were initiating pilot projects going, and then as the project continued, support visits shifted more to an as-needed basis, with the PCU assuming the NCs would manage their activities according to the M&E plans and seek help from the PCU when difficulties arose. In this case, the PCU approach was logical, and appropriate. 
In-country financial management:

251. Project staff reported that greater priority could have been given to providing training in financial reporting, although they said that the PCU provided excellent support on financial issues, when requested.

252. As noted above, there were some instances of delays in the transfer of project funds within the national government finance system (from treasury to the LA), which caused delays to project activities.

253. Project funds were used for street lighting in Jenrok, with indications that this was needed to deter people from dumping their wastes along the streets of Jenrok at night. As people know that dumping along the streets is illegal, those who are still doing this do it at night in the unlit parts of the streets, where they are not seen by passers-by. The provision of streetlights is now helping deter people from carrying out this illegal activity. At the Lessons Learned workshop in Suva (August 2006) the NCs pointed out that a modest investment in small-scale infrastructure could contribute enormously to raising the profile of the pilot projects, and subsequently IWP. The investment in streetlights in Jenrok was therefore seen as being valuable to the overall project objectives in RMI and consistent with the adaptive management approach of IWP. 
254. Questions have been raised about the use of project funds to purchase 1500 tree seedlings, to be used to beautify Jenrok, and which allegedly may have been dispersed to non-target recipients rather than used to benefit the pilot community. Clarification on this was sought from national project staff, but not received. 
Replication and sustainability of results achieved:

255. With support from ADB, the RMI Government is replicating the socioeconomic studies, using IWP methodology, at 12 other islands throughout RMI.

256. Project staff reported that the waste stream analysis conducted for Jenrok under IWP was adopted by other projects (e.g. the UNDP Reduction of Urban Waste Plan).

257. There do not appear to be any initiatives underway to replicate other IWP activities at other islands throughout RMI, although the Uliga, Ebye and Laura councils have expressed an interest in the types of activities carried out at Jenrok.

258. RMI did not complete its sustainability plan in time to be reviewed for the evaluation.
Successes, challenges and lessons learned:

259. While IWP and other waste management projects on Majuro have made some progress in addressing solid waste, it is clear that the major human health and environmental priority on Majuro, and especially at Jenrok, is sewage and waste-water management. It is strongly recommended that any future projects give urgent attention to addressing this major problem in a strategic, integrated manner.

260. The pilot site on Majuro could have benefited from greater communication and information sharing with other atoll waste management pilot sites, which face similar challenges (e.g. Tarawa in Kiribati and Funafuti in Tuvalu).

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

261. Perhaps one of the most significant developments that the IWP project has helped to catalyze is the proposed development of a National Waste Management Authority for RMI, with associated legislation, which will greatly assist the transition to a coordinated, integrated waste management strategy and system for the country. It is strongly recommended that highest priority be given by both the government and donors to realizing this initiative.

Recommendations on the need for possible future GEF assistance:

262. Stakeholders advised that while additional and ongoing donor support is always needed and welcomed, there were no intentions to develop a proposal for a follow-up GEF project. 
Other points specific to this country / site(s):

263. Management and maintenance of the new land fill dump site needs to be substantially improved, including stronger controls on types of waste dumped (bio-hazardous medical wastes were observed in the land-fill), significantly improved sealing of the site, significantly improved coastal protection at the site, and better management of the placement of waste within the site.

264. One aspect of waste management that does not appear to have been properly explored in RMI (and many other islands in the Pacific), is waste reduction through import controls. Many products are imported into RMI that have excessive and unnecessary plastic packaging, and which create major waste issues once discarded on the island. Studies could be undertaken to characterize the “waste potential” of all imported goods, and import controls put in place to prevent the importation of the worst offenders (e.g. as has been done for glass beer bottles). Disposable nappies (diapers) appear to be a major component in this regard.

9.3 Summary Conclusion

265. NTF efforts were impeded by inter/agency rivalries, and the changeover of IWP responsibility from EPA to the Office of Environmental Policy and Project Coordination.
266. The main achievement of IWP on Majuro has been to increase community and government awareness about solid waste management issues. In addition, IWP has set the stage for improved national environmental planning in RMI, through its efforts to determine underlying socio-economic aspects of waste management at the community level. 
267. 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.    
10. Samoa

10.1 Background:

Pilot Project Site(s): 

Apolima and Lepa

Thematic Focus:


268. The goal of IWP Samoa is to ensure access to minimum standards of drinking water for rural communities in Samoa.

Pilot Project Objectives:

269. The objective of IWP Samoa as presented in the draft M&E Plan is to:

· Develop and implement a Freshwater Management Plan for Apolima and Lepa.
Pilot Project Planned Outcomes and Outputs:

270. Two Outcomes are identified in the M&E plan:
· Improved national capacity to manage freshwater resources.
· Improved understanding of the causes of declining freshwater quality.

271. The Outputs identified from the M&E plan are:

Community:

· Establish Water Quality Monitoring Plan.
· Improved community understanding of the freshwater situation in Apolima and Lepa.
· Develop and implement a Freshwater Management Plan for Apolima and Lepa. 

National:

· Improve understanding of national stakeholders of freshwater management issues in rural communities.
· Develop Freshwater Management Plan for Samoa’s rural communities.
Pilot Project Activities:

272. The following table lists the status of the activities which were identified to achieve the outcomes and objectives of the Community and National components of the project. 
	Goal:
	To ensure access to minimum standards of drinking water for rural communities in Samoa

	Community

	Objective:
	Develop and Implement Freshwater Management Plan for Apolima & Lepa

	Output 1
	Establish Water Quality Monitoring Plan

	Activity 1.1
	Carry out baseline tests to establish a point of reference

	Activity 1.2
	Purchasing of water quality testing kit for two pilot sites communities.

	Activity 1.3
	Train community members in using the kit and recording data/information

	Activity 1.4
	Undertake monthly water tests at two pilot sites to witness any trend of changes

	Output 2
	Improved community understanding of the freshwater situation in Apolima & Lepa

	Activity 2.1
	Complete an initial baseline assessment of the communities (mid 2002)

	Activity 2.2
	Carry out Participatory Problem Analysis to help the community identify the root causes of their freshwater solutions and possible solutions (April 2003)

	Activity 2.3
	Develop a Communication Strategy for Apolima & Lepa by December 2004

	Activity 2.5
	A Socio Economic Baseline at Apolima and Lepa communities by 2004

	Activity 2.6
	Implement an information and awareness program on threats to water quality (NC indicated this was on-going; however there is no indication of any formal program being established in this area). 

	Output 3:
	Develop and implement a Freshwater Management for Lepa & Apolima

	Activity 3.1
	Establish a Community Committee to find ways to work with the community to improve the management of their freshwater supplies (February 2002)

	Activity 3.2
	Meet with village council to discuss solutions to existing problems

	Activity 3.3
	Village council endorsed the enforcement of existing village rules and new rules (such as 30 meter boundary for stock and agricultural activities)

	Activity 3.4
	Review the effective enforcement of village rules

	National 

	Output 1
	Improve understanding of national stakeholders of freshwater management issues in rural communities

	Activity 1.1
	Stakeholder analysis and participation plan for the management of freshwater in rural communities

	Activity 1.1
	Conduct PPA workshop for National task Force Team: (to clarify the roles of agencies) 

	Activity 1.2
	High level briefings on pilot activities in Lepa & Apolima

	Activity 1.3
	Develop a National Awareness Program on Freshwater management using Apolima & Lepa 

	Output 2
	Develop Freshwater Management Plan for Samoa’s rural communities

	Activity 2.1
	Use the best practice and lessons learned from Lepa and Apolima pilot sites to information the development and implementation of national plan to improve management of freshwater in Samoa’s rural communities.

	Activity 2.3
	An Economic Evaluation of water by Dec. 2006

	
	Through the Ministry of Natural Resources and Environment and the Samoa Water Authority support institutional and policy reform/strengthening for water sector.


10.2 Terminal Evaluation Findings:

Overall performance and progress towards objectives and outcomes:

273. The objective does not predict the ultimate and long-term development impacts that are expected to be attained after the project is completed. In addition, some activities are not indicative of the actions needed to achieve the output. There is confusion on distinguishing an outcome from output, as listed in Output 1 under community and Output 2, national.

274. A number of project outputs have been completed that were not listed in the M&E. These include the following:

· Review of Priority Environmental Concerns

· Initial Stakeholder Strategy

· Environmental legislation and institutional review 

· National Communication Strategy

· Problem Profile: Participatory Situation Analysis and Initial Stakeholders Identification (PSA)

· Root Cause Analysis (PPA)

· Identification of Solution(s) [not including impacts/feasibility]

275. It is difficult to assess the overall performance of the project in view of the lack of clarity in the M&E regarding outputs, outcomes and objectives, and how they are to be achieved. 

Strengths and weaknesses in project design and implementation:

276. The major strength of the project concept is its holistic and integrated approach to strengthen freshwater management. This is being addressed at the national and local levels.

277. The weakness of the design related to its process. There was a lack of participation and communication with key stakeholders in developing the project. As a result there is a lack of understanding of the purpose of the project among key stakeholders, which has resulted in a lack of real ownership in the project. There has also been very little meaningful engagement of the wider pilot communities, resulting in a lack of genuine interest in the project. In addition, the roles and responsibilities of the PCU, LA, NC, NTF and communities were not clearly defined from the outset, resulting in uncertainties relating to roles and responsibilities.

278. Despite the transparent procedure encouraged by the PCU to select pilot sites, Samoa followed a different approach. Whereas other countries encouraged communities to apply to host IWP (through substantial publicity), in Samoa the government pre-selected five potential sites. Apolima and Lepa were then selected as hosts by the NTF at a workshop. The extent of watershed degradation was the key criterion considered for the final selection, largely manifested by the diminished levels of river flow over the years. However, the diminished level of river flow does not link well to the goal of this project, and the reasoning linking this to degradation is not sound. Robust data and analysis to assist the selection would have helped. 
279. The selection of two sites at opposite ends of the island, without adequate staffing, made it difficult and time consuming to carry out project tasks. 

Strengths and weaknesses in the in-country implementation arrangements:

280. Stakeholders represented on the NTF included NGOs, private sector, community members and government agencies. However, despite the diversity of NTF participants, there was inadequate utilization of varying expertise on the NTF to assist implementation. The NTF is disbanding at the conclusion of IWP, for lack of funding. This is unfortunate, given that another NTF will likely then need to be established for the similarly focused GEF/SOPAC IWRM project. 
281. The Forestry Division of the Ministry of Agriculture, Forests, Fisheries and Meteorology (MAFFM) initially administered the project. When the Forestry Division was transferred to the Ministry of the Natural Resources and the Environment (MNRE) during a government reform of the public service, the IWP project and staff went with it. The project was then placed under the MNRE’s Division of Environment and Conservation, until the new Water Resources Authority was established within the same Ministry. During the project, amid this shifting of LAs, IWP had two NCs. The success of the Samoa IWP was impacted by these operational changes, making it difficult for Samoa IWP to maintain national level interest and obtain support for developing national water catchment protection policies and legislation, and replicating the IWP activities in other areas. 
In-country financial management:

282. As of the first quarter of 2006, the total cumulative funds disbursed for the Samoa IWP was USD 309,600, USD 51,400 under its total allotment.  

283. Training on reporting requirements has been delivered by the PCU at various NC meetings. Such training includes financial and narrative reporting, development of workplans and budgets. The high turnover in NCs may have made it hard for replacement NCs to fully comply with the reporting requirements. However, there have not been any specific concerns raised over the financial management of the Samoa IWP accounts. 
Replication and sustainability of results achieved:

284. Lepa is one of 16 project sites chosen to participate in an EU-funded water system project. This project will continue some of the work of IWP and thereby assist in the sustainability of improved water quality for the village. 

285. A sustainability plan was produced in June 2006. The Government is replicating the participatory community entry processes in the Letogo catchment. It is also expected that the upcoming SOPAC IWRM project will also continue some of the work of IWP, although at this stage the details of the project are under development. 
286. The recently established Water Resource Authority (whose primary mandate is to manage freshwater resources), will consider use of some of the approaches taken by IWP with respect to community participation.

Design modifications that could have increased the likelihood of success:

287. The acquisition of good baseline data before selecting the pilot site would have helped develop a better understanding of the issues and determine how best to address them. The analysis of baseline data would increase the capacity to measure success or failure. Although water quality data was collected, there is no reporting on changes that are occurring as a result of the project. There was also a lack of other baseline data (e.g. the incidence of water borne diseases in the community, hydrology and sedimentation).   

288. Capacity building should have targeted not just the NC, but also the LA and other key people/groups involved in achieving the goal of IWP.

Successes, challenges and lessons learned:

289. Recognizing the late completion of many activities, it is too early to tell if the project in Samoa has been successful, and whether the results are sustainable. There is very little indicator data available in the reports, and no documented evidence given as to whether the actions taken to protect stream quality will have the desired effect. 
Recommendations on designing future projects of a related nature:

290. Ensure that the LA is appropriate and the roles between the different entities are clearly defined. In particular, it will be important to achieve the active support and participation of local/tribal authorities.   

291. Place more emphasis on the establishment of baseline data and regular monitoring, to validate project activity with a demonstrated positive impact. 
Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

292. Government attention is needed to complete, approve and implement the Freshwater Management Plan.
Recommendations on the need for possible future GEF assistance:

293. Depending on the specific interventions planned under the SOPAC IWRM project it may be useful to consider a follow-up effort designed to develop water basin management plans across Apia and the other Samoan Islands.

10.3 Summary Conclusion

294. IWP efforts in Samoa initially suffered from a lack of planning, a lack of transparency in pilot project selection, changes in government, and low stakeholder involvement. Consequently, until the final six months of the project, results were limited.  
295. Gaining community support for stream-bed protection efforts in Lepa was difficult, with no GEF resources provided during the first several years for constructing fences and other on-the-ground incentives. The country concept changed when the sustainability strategy was completed and implemented (in the final six months of 2006). Water intakes were upgraded in the pilot areas and storage tanks constructed to improve water quantity and quality. Water reserve zones were fenced to prevent animals (cows and pigs) from reaching the main source of water. 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. 

11. Solomon Islands

Pilot Project Site(s): 
Morovo Lagoon
Thematic Focus: 
Coastal Fisheries Management


Pilot Project Goal:
Improved sustainable management (policies and practices) for coastal fisheries resources 
Pilot Project Objectives:


Objective 1: Increased national capacity for the sustainable management of coastal fisheries resources.
Objective 2: Increased community capacity for the sustainable management of coastal fisheries resources with a focus on beche-de-mer in Chea and Mbili communities.

Pilot Project Planned Outcomes:

Objective 1: 

Outcomes:

1: Strengthened institutions, policy and legislation to support sustainable coastal fisheries management.

2: Trained and qualified personnel in the areas of sustainable coastal fisheries management.

3: Increased awareness of the impacts of human activities on achieving sustainable coastal fisheries management.

Objective 2: 

Outcomes: 

4: Establish or strengthen community institutional arrangements to support sustainable management of beche-de-mer
5: Improved understanding of the threats to coastal fisheries resources with a focus on beche-de-mer depletion at Chea and Mbili Passage.

6: Sustainable management of beche-de-mer resource in Chea and Mbili

7: Support community engagement on alternative existing income generating activities.
Pilot Project Activities:

Table 1: Activities
	Goal:
	Improved sustainable management (policies and practices) for coastal fisheries resources 

	Objective 1
	Increased national capacity for the sustainable management of coastal fish resources 

	Outcome 1
	Strengthened institutions, policy and legislation to support sustainable coastal fisheries management

	Activity 1.1
	Undertake national level stakeholder analysis

	Activity 1.2
	Establish NTF and technical advisory committees

	Activity 1.3
	Review Priority Environment Concerns in Solomon Islands 

	Activity 1.4
	Review, amend and implement as appropriate environment related legislation and institutions in Solomon Islands (includes Transboundary Environment Governance review and work on CMT)

	Activity 1.5
	Establish a community based coastal fisheries management unit

	Activity 1.6
	Develop and implement a National Beche-de-mer Management Plan (based on local pilot activities and plan)

	Activity 1.7
	Identify and support mutually beneficial partnerships for coastal fisheries research and management.

	Outcome 2
	Trained and qualified personnel in the areas of sustainable coastal fisheries management

	Activity 2.1
	Provide scholarships to qualified candidates to undertake studies relevant to sustainable coastal fisheries management (includes CMT system)

	Activity 2.2
	Undertake capacity needs analysis with Department of Fisheries and Marines Resources. 

	Activity 2.3
	Provide training to relevant personnel (including government and lead agencies) on sustainable coastal fisheries management.

	Outcome 3
	Increased awareness of the impacts of human activities on achieving sustainable coastal fisheries management

	Activity 3.1
	Design, develop and implement a national communications strategy

	Objective 2
	Increased community capacity for the sustainable management of coastal fisheries resources with a focus on beche-de-mer in Chea and Mbili communities

	Outcome 4
	Establish or strengthen community institutional arrangements to support sustainable management of beche-de-mer

	Activity 4.1
	Design and implement the community communications strategy

	Activity 4.2
	Establish and strengthen Local Project Committees at Chea and Mbili communities

	Outcome 5
	Improved understanding of the threats to coastal fisheries resources with a focus on beche-de-mer depletion at Chea and Mbili Passage

	Activity 5.1
	Training of village facilitators to support participatory sustainable coastal fisheries management

	Activity 5.2
	Conduct root cause analysis of threats to beche-de-mer resource at Mbili and Chea

	Activity 5.3
	Conduct a ecological baseline survey (includes student attachment) of the selected areas at the Mbili and Chea

	Activity 5.4
	Conduct a socioeconomic baseline survey of communities and activities at Mbili and Chea

	Outcome 6
	Sustainable management of beche-de-mer resource in Chea and Mbili 

	Activity 6.1
	Assess options for achieving sustainable management (including the establishment of MPAs and CMT system)

	Activity 6.2
	Design and implement a community enforced management plan (includes institutions, regulations, community by laws and monitoring activities)

	Outcome 7 
	Support community engagement on alternative existing income generating activities 

	Activity 7.1 
	Asses and strengthen existing income generating activities (such as carving, ecotourism)

	Activity 7.2
	Assist communities on market outlet for carving industry 

	Activity 7.3
	Provide information to Visitors Bureau to support existing ecotourism destination.


Findings:

296. While it was planned that the Evaluation Team would visit the Solomon Islands, during the regional trip Air Vanuatu unexpectedly changed its flight schedule which unfortunately prevented the visit from taking place.

297. The Evaluation Team made repeated requests for all relevant reports and documents, including the National Lessons Learned report, to be sent for review. Unfortunately, information was not forthcoming. The political / governance uncertainties in the Solomon Islands during the evaluation period are certainly a factor in the communications difficulties, and well beyond the control of Project staff.

298. The following documents were received by the Evaluation Team via the PCU in relation to the Solomon Islands:

	
	Author
	Date
	Title

	1
	Lane, Marcus B.
	2005
	Coastal Governance in Solomon Islands: An evaluation of the strategic governance issues relating to coastal management

	2
	Kinch, Jeff; Kere, Nelly; Mesia, Patrick; Bulehite Kenneth
	2005
	Community Engagement and Participation  in the Eastern Marovo Lagoon, Western Province,  Solomon Islands


	3
	Solomon IWP
	2003
	Priority Environmental Concerns Report

	4
	Solomon IWP
	
	Participatory Problem Analysis for the Mbili Passage 



	5
	Solomon IWP
	2006
	Experience In Community And Related Coastal Fisheries Management, paper presented to the Secretariat of the Pacific Community Regional Policy Meeting on Coastal Fisheries Management, 17 -21 March 2003, Fiji Mocambo Hotel

	
	Solomon IWP
	2005
	Financial Reports

	
	Solomon IWP
	2006
	Communications Strategy

	
	Hills, Roy


	2006
	Sustainability Report for International Waters in the Solomon Islands

	
	
	
	


299. It should be noted that the findings outlined below are derived solely from the desk review of these reports and not on a direct assessment of the in-country situation or interviews/discussions with in-country staff, and should be treated accordingly. 
300. The Sustainability Report by Mr Roy Hills has been cited significantly, as perhaps the most useful document made available to the Evaluation Team. The Sustainability Report was developed in July–August 2006, at the same time that the Terminal Evaluation was being conducted, and it should be noted the sustainability consultant experienced similar challenges in obtaining information and consulting with stakeholders as the Evaluation Team did, as outlined above, even though he was able to work in Honiara and visit the Project Site at Chea.

Overall performance and progress towards objectives and outcomes:

301. The following table is reproduced from Hills (2006), and summarizes the IWP-SI work that has been completed on-the-ground against the corresponding activity headings. All the work listed here was verified by Hills during his Chea pilot project site visit and/or by other independent sources.

	Activity Heading
	Work Completed (Verified)

	Pilot Project Site (Chea)
	

	Marine Protected Area


	(1) MPA demarcation, (2) Base-line marine surveys, (3) Repeat surveys x1, (4) Management rules, (5) Good awareness in Chea, (6) Options for legal protection identified, (7) Training of community reps in monitoring techniques, (8) Erection of sign boards

	Sustainable Livelihoods 

(Seaweed farming and other aquaculture activities)
	(1) Experimental sea-weed raft in place, (2) Training provided, (3) Drier materials delivered

	Sustainable Livelihoods 

(Eco-Tourism)
	(1) Guest house 70% completed, (2) Tour attractions identified, (3) Leaflet ready for duplication

	Mangrove Reserve
	(1) Site selected and agreed amongst elders of Chea, (2) Sign board erected and then removed by unknown parties.

	Mangrove Rehabilitation
	(1) Site selected, (2) Initial planting trial started, (3) Mangrove planting workshop held

	Resource Management Plan
	(1) Draft plan developed (incorporating MPA and Mangrove Reserve), (2) Further community consultation started

	National
	

	Sustainable Management of biche de mer 
	(1) Review of beche-de-mer as part of a general marine resource management and conservation, (2) IWP-SI survey reports contributing to decision to enact a national ban.

	Communication Strategy
	(1) Communication strategy document, (2) Extensive radio programmes on Paoa FM, (3) 2006 Calendar, (4) Post cards on Marovo Lagoon, (5) Video documentary, (6) Newspaper and magazine articles, (7) Newsletters

	Capacity Building (scholarship programme)
	(1) One student successfully graduated from UPG with a honours degree in marine science sponsored by IWP-SI


302. Hills (2006) reports “This consultancy could not find any real evidence of ‘far reaching positive effects’ from the project so far. Most of the activities are still in the relatively early stages and require additional support before they come to fruition. Indeed, it is likely that any lasting outcomes will not become fully apparent until months or years after the end of IWP-SI.”

Replication and sustainability of results achieved:

303. Hills (2006) reported a very low level of participation in IWP-SI by members of the NTF, particularly on the government side. For example, he reports that only one member of the NTF attended a meeting to discuss the project’s sustainability strategies. This clearly presents a serious challenge both to securing commitment on continuing IWP-SI activities and in sharing responsibility during the wind-down process. The current political/governance uncertainties in the Solomon Islands are probably a major factor in this regard, and are well beyond the control of the Project.

304. Hills also reports “Assuming the proposed work plan for the remaining 2006 period is completed as intended, the current challenges to sustainability . . . are adequately addressed and some support post IWP-SI is forthcoming, then there is reason to be optimistic that the project will produce some lasting results”.

305. SI IWP has indicated that efforts to ensure the sustainability of the IWP pilot and to replicate the successful results, is progressing. With respect to ongoing community activities, the Worldwide Fund for Nature (WWF) will provide support for:
· Continued monitoring of the MPA in Chea.
· Continued support to see the propagation and sales of seaweed and other aquaculture products.
· Continue to promote Chea forest reserve as a tourist attraction. 
306. At the national level, the following actions are expected: 
· Support the establishment of a Community Based Fisheries Management Unit in the National Fisheries Division from 2007 onwards.
· IWPSI MPA monitoring data used to support the national ban on export of beche-de-mer.
Successes, challenges and lessons learned:

307. From the research and consultations undertaken by Hills (2006), particularly with the NC, the following lessons learned emerged (with a particular bearing on project sustainability):

· Greater care should have been taken in verifying the suitability of communities to host IWP-SI activities. In particular, more attention should have been paid to the way expressions of interest were prepared (i.e. level of community participation), the compatibility of the community’s development agenda with the type of support available and the outcome of any past projects or initiatives. It is questionable if either Mbili or Chea would have been chosen as hosts if the selection process had been more rigorous in these areas.

· There should have been wider consultation and participation of all stake-holding groups with rights or interests in the resources that may be affected by any process initiated or supported. In the case of the Chea MPA and RMP, the present lack of involvement of the neighbouring communities of Sasaghana and Chubikopi is one of the main constraints to sustainability.

· Full community participation in decision-making processes relating to project activities should have been facilitated by IWP-SI. It might still have been appropriate and respectful for the final decision to be carried by the elders/leaders of the community, but only after having given members of the community the opportunity to express their views. Such an approach would have helped to galvanize support for the MPA and RMA in Chea. 

· Misleading financial information relating to the project should not have been made available to community members. In the case if Chea, a leaflet that mentioned an amount of several million dollars was apparently distributed during the initial meetings with the community and this amount has been mentioned by senior community members during this consultancy in relation to community expectations.

· More time should have been taken to clarify to members of the host communities what they can realistically expect in terms of assets to facilitate the work and the arrangement under which that support will be forthcoming. Proper written guidance on the acceptable use of those assets would also have been beneficial in preventing and addressing any issues relating to inappropriate usage.

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

308. Hills (2006) makes a number of very clear and well developed recommendations in this regard, and his report should be referred to in detail, as it provides an excellent framework for the transition and follow-on phases. Hills’ recommendations cover audit requirements, allocation of funds from PCU to allow activity completion, handover of project assets, integration of project activities into government work plans and engagement of NGO’s to continue project activities.

12. Tonga

12.1 Background

 Pilot Project Site(s): 

Nukuhetulu Village
Thematic Focus:


The focal area is waste management. The goal of the project is to improve management of solid and liquid waste in Tonga
Pilot Project Objectives:

The M&E Plan lists two objectives:

1. Improved capacity at Nukuhetulu village in managing solid and liquid waste.
2. Improve national capacity to manage solid and liquid waste.
Pilot Project Planned Outcomes:

The outcomes listed in the M&E plan comprise:

· Increased understanding of the causes and impacts of inappropriate waste disposal.
· Increased recycling of waste in Nukuhetulu village.
· Strengthened national capacity in management of waste.
· Improve awareness of waste management issues.
· Improve quality of groundwater and lagoon.
Pilot Project Activities:

	Goal:
	To improve management of solid and liquid waste in Tonga 

	Objective 1
	Improved capacity at Nukuhetulu village in managing solid and liquid waste

	Outcome 1
	Increased understanding of the causes and impacts of inappropriate waste disposal

	Activity 1.1
	Conduct Stakeholder Analysis (completed)

	Activity 1.2
	Conduct Awareness and Participatory Problem Analysis Workshop (completed)

	Activity 1.3
	Conduct baseline socio-economic and waste characterization survey (completed)

	Activity 1.4
	Conduct regular village meeting (ongoing)

	Activity 1.5
	Produce and distribute monthly newsletter (Tongan) (ongoing)

	Activity 1.6
	Community Theatre Performance (status uncertain)

	Activity 1.7
	Monitor indicators for effective communication activities (ongoing)

	Outcome 2
	Increased recycling of waste in Nukuhetulu village (ongoing)

	Activity 2.1
	Set up village project committee and hold regular meetings (ongoing)

	Activity 2.2
	Conduct compost training workshop (completed)

	Activity 2.3
	Set up and maintain demonstration of household compost and home gardening (ongoing)

	Activity 2.4
	Set up and maintain village organic farming demonstration plot and plant nursery (ongoing)

	Activity 2.5
	Conduct village waste reduction competition (completed)

	Activity 2.6
	Set up demonstration for compost toilet (completed)

	Activity 2.7
	Set up demonstration for proper piggery (to be implemented end of 4th 2006)

	Activity 2.8
	Set up and enforce village rules (ongoing)

	Objective 2
	Improve national capacity to manage solid and liquid waste 

	Outcome 3
	Strengthened national capacity in management of waste

	Activity 3.1
	Set up NTF and related technical sub-committees & hold regular meetings (Status uncertain)

	Activity 3.2
	Establish partnerships with other programs/projects dealing with waste management (ongoing) 

	Activity 3.3
	Award scholarships to research students on topics related to waste management (completed)

	Activity 3.4
	Review legislation and policies related to waste management in Tonga (completed)

	Activity 3.5
	Draft new legislation related to waste management (SWMP) (ongoing)

	Activity 3.6
	Conduct Economic Evaluation of waste in Tongatapu (completed)

	Activity 3.7
	Conduct nation-wide stakeholder consultation in preparation for the development of a waste strategy (ongoing)

	Activity 3.8
	Develop National Integrated Waste Management Strategy (ongoing)

	Outcome 4
	Improve awareness of waste management issues

	Activity 4.1
	Install Information Board at Nukuhetulu (completed)

	Activity 4.2
	Conduct Economic Evaluation of Waste in Tongatapu (completed)

	Activity 4.3
	Complete Communication Strategy (completed)

	Activity 4.4
	Set up Communication Team (completed)

	Activity 4.5
	Produce 15 minute DVD documentary (completed)

	Activity 4.6 
	Maintain and update website (ongoing)

	Activity 4.7 
	Production and airing of TV/radio spots (completed)

	Activity 4.8 
	Production and distribution on project t-shirts (completed)

	Activity 4.9 
	Conduct schools competition during National Environmental Awareness Week (completed)

	Activity 4.10 
	Conduct nation-wide village (household) compost competition (Status uncertain)

	Activity 4.11 
	Produce and Distribute Newsletter (monthly and quarterly) (ongoing)

	Activity 4.12
	Produce and Broadcast TV/Radio program (fortnightly) (ongoing)

	Activity 4.13
	Produce newspaper articles/magazine feature articles (ongoing)

	Activity 4.14
	Conduct Nukuhetulu Exhibition Day (completed)

	Activity 4.15
	Monitor indicators for effective communication activities (ongoing)

	Outcome 5
	Improve quality of groundwater and lagoon

	Activity 5.1
	Conduct water quality baseline and monitoring survey (status uncertain)

	Activity 5.2
	Review legislation and policies related to management of water resources (completed)

	Activity 5.3
	Conduct stakeholder consultation on potential area for legislative development (completed)

	Activity 5.4
	Draft new Water Resource Bill  (ongoing)


12.2 Terminal Evaluation Findings:

Overall performance and progress towards objectives and outcomes:

309. The Tongan pilot project has made good progress towards the objectives and outcomes. The objectives, outcomes and activities are clearly understood and the means to achieve the goal are well designed.

310. The indicators to verify progress are well selected in regards to monitoring the project. Most of the activities have been completed in a timely and steady manner. It would, however, have been useful to indicate the expected outputs of the project. These are not listed in the current M&E structure.

Strengths and weaknesses in project design and implementation:

311. The project was well planned. The Tongan government took into account previous studies from preceding projects, and factored them into their planning for IWP. These included, for example, the AusAID supported Tonga Environment, Planning and Management and the Fanga'uta Lagoon System. 
312. Other strengths include:

· Considerable and varied baseline data were obtained to help assess the impacts of the project.

· Firm partnerships were established between the project and key stakeholders, including NGOs such as the Tongan Development and Community Trust and Tongan National Youth Congress, other government agencies, and the Tonga Solid Waste Management Project (TSMWP). 
· A well qualified and experienced national co-coordinator was selected and a good team was developed, consisting of the NC, IWP support officer and an assistant.

· A well thought-out M&E plan was developed.

· There was transparency of the project at both the national and local levels.

· The community project had an income generation component through the selling of nursery plants and organic farming produce. This provided a strong incentive for community members to participate.

313. The weaknesses of the project include:

· The national taskforce was ineffective, primarily due to issues such as sitting fees and a lack of understanding for the project. This resulted in a poor level of participation by the NTF in the project.

· The involvement of women and youth groups from Nukuhetulu occurred late in the project stage. It would have been better to involve them earlier to increase the potential for sustainability.

· Some activities were initiated late in the life of the project, such as the pig waste demonstration. However, activities focused on this important issue are planned to continue post-IWP.

Strengths and weaknesses in the in-country implementation arrangements:

314. Tonga had been heavily involved in the design of the SAP and consequently there was a sound knowledge of the context and purpose of IWP. This was an advantage in the design of their project.

315. A major strength of the pilot has been the utilization of partners in implementing aspects of the project. For example, the Tonga Development Trust has been engaged in assisting with the composting demonstration activity. The IWP project has assisted the TSWMP with some of its work, for example in community mobilization. IWP-funded socioeconomic studies have also been used to assist implementation of the TSWMP. 
316. The successful use of communication strategic planning and implementation by Tonga IWP has raised the interest of other stakeholders, especially the LA for the project (the Department of Environment). They have expressed their hope to incorporate the “community-based social marketing” approach into the Corporate Plan 2006–2008.  The involvement of relevant stakeholders in the Communication Team has resulted in a very useful forum for exchanging and sharing of information and resources.

317. With respect to implementation weaknesses, ineffective NTF participation was the most significant. The limited understanding, commitment and expectation by the NTF may have attributed to this aspect. Furthermore, the inconsistent participation of some NTF members has created knowledge gaps of the project within member organizations.

318. Time and effort could have been reduced in some areas of the project, for instance in the site selection process. There is now a hurry to implement activities towards the end of the project

319. The lead agency contribution to the implementation of IWP has been low. Limited financial and human resources constrained their full participation in IWP. 
In-country financial management:

320. The IWP MOU between the government of Tonga and SPREP was signed in November 2001. Implementation of the project commenced in the first quarter of 2002. Guidelines for the in-country financial arrangements were provided for in the PCU formulated document entitled “Administrative Procedures for National Coordinators and Participating Countries”. 
321. Early in the project, IWP funds received had to be endorsed by Cabinet before the Ministry of Finance could release them. This process often took up to two weeks and resulted in delays in implementation. The system has since been changed with the endorsement authority now being the Director of Environment; funds are thus accessible immediately under the revised system. The Finance Ministry is the repository agency for the IWP funds. After the Director of Environment endorses the funds, they are then deposited for use by IWP, and disbursed based on requisition requests. 
322. Tonga is one of the very few countries that did not encounter problems associated with late receipt of funds from SPREP, because the Tongan NC had good management skills and managed his budget extremely well. The Tongan NC always reported on time and provided very clear accounts of how funds have been spent, in accordance with the project work program. 

323. The PCU was very responsive in making sure that funds were available in time.

324. There have been regular quarterly financial reports submitted to SPREP by Tonga. Up until the first quarter 2006, nearly USD 300,000 has been disbursed to Tonga. 
325. The government Audit Department conducts annual audits on the IWP accounts. The last audit report expressed satisfaction with how the project funds were utilized to achieve the project goal. 
326. In the quarterly newsletter the project produces, there is a regular column on financial news in both Tongan and English.

327. In the co-financing table below, the Tonga NC has estimated that Tonga provided IWP co-financing of USD 100,740. 

	CO-FINANCE FOR TONGA IWP: Government Contribution

	Item
	
	Amount (USD)

	
	
	2002
	2003
	2004
	2005
	2006
	2007
	Total

	1. Office space
	$500 per month
	6000.00
	6000.00
	6000.00
	6000.00
	6000.00
	1000.00
	31,000.00

	2. Electricity
	$100 per month
	1200.00
	1200.00
	1200.00
	1200.00
	1200.00
	200.00
	6,200.00

	3. Water
	$20 per month
	240.00
	240.00
	240.00
	240.00
	240.00
	40.00
	1,240.00

	4. transportation
	
	2000.00
	3000.00
	2000.00
	1000.00
	600.00
	200.00
	8,800.00

	5. National Task Force
	
	5000.00
	5000.00
	4000.00
	2000.00
	0.00
	0.00
	16,000.00

	6. Project Development Team
	
	0.00
	3000.00
	4000.00
	4000.00
	3000.00
	0.00
	14,000.00

	7. IWP project staff overtime
	
	2500.00
	2500.00
	3000.00
	3000.00
	2500.00
	0.00
	13,500.00

	8. DoE staff
	
	2000.00
	2000.00
	2000.00
	2000.00
	2000.00
	0.00
	10,000.00

	
	
	
	
	
	
	
	
	100, 740.00


Replication and sustainability of results achieved:

328. Sustainability of results achieved is likely to occur mainly through partnerships that have been formed and by securing funds to support certain activities. These include:

· Ongoing partnership with Tonga Community Development Trust and women’s group in Nukuhetulu in setting up home composting and village clean up;

· Partners with AusAID-funded TSWMP in promoting composting and recycling;

· Seeking co-finance with Canada Fund on replicating composting toilet; 

· Co-finance with UNEP/GPA to develop National Program of Action on Sanitation in Tonga;
· Commence developing a National Integrated Waste Strategy for Tonga;
· Preparing supporting letters seeking financial supports from NZAID and AusAID for three communities in Tongatapu that want to replicate aspects of IWP pilot project;
· Developing a partnership with village youth group to conduct regular rubbish pick up, manage a commercial composting center, and seek long term markets for organic farming products; and
· Partnership with National Youth Congress to build capacity of Nukuhetulu youth and replicated project activities with youth from other villages.

329. To assist with the above, a sustainability plan has been completed for the project, which makes recommendations on sustaining the results post-IWP. The development of national legislation and policies relating to the IWP focal area will also assist in achieving sustainability of the results. The upcoming Sustainable Land Management Project, which has waste management generally included in its activities, may provide a mechanism for continuing the coordination of the waste strategy.
330. Because of the substantial amount of work carried out to date, replication is likely to occur over a period of time. It is expected that incomplete activities will be taken up by the department in 2007.

Design modifications that could have increased the likelihood of success:

331. The role expected of the NTF should be clearly defined at the beginning of the project. Moreover, the results of the NTF meetings should be transparent and summarized in an easy to read format and widely circulated. 

332. The involvement of women and youth groups in project implementation from the outset would improve the prospects for sustainability.

333. The initiation of activities to address the community’s primary environmental concerns (such as the demonstration of an environmentally friendly piggery) should be addressed early in the project cycle.

334. The recruitment of the NC was undertaken in conjunction with the assistant position. Thus, the NC was not involved in recruiting the assistant, who later resigned. It would have been better to hire the NC first, who would then assist in the recruitment of other IWP staff.

Successes, challenges and lessons learned:

335. The NC has completed a comprehensive draft lessons learned document, part of which was captured through a collective document prepared at an IWP workshop.

336. Many of the successes, challenges and lessons learned have been comprehensively captured in this document (see IWP-Pacific Technical Report no. 44). Some examples include: 

· Stakeholders must be engaged right from the outset: from problem analysis to selecting options, implementing and monitoring of practical solutions;

· Awareness raising on its own is not sufficient but must be accompanied with practical demonstrations of simple solutions in order to foster behavioral change;

· Start with simple and small activities, which are easier to implement because they are manageable, aspects of the project or new behaviors that work well can then be expanded;

· Seeing is more convincing than hearing (pertains to adoption of home composting and composting toilets);

· Work with dedicated stakeholders and bring others on board as project start to show concrete results; and

· Use effective tools such as social assessment, effective communication and economic analysis where appropriate to raise awareness and foster behavioral change.

Recommendations on designing future projects of a related nature:

337. Adequate baseline studies have been completed. However follow-up studies to assess the effectiveness of the project for comparison purposes would be useful. For example, a follow-up waste characterization survey could be used to assess the success of the project.
Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

338. The M&E plan should now be reviewed to take into account activities post IWP.

Recommendations on the need for possible future GEF assistance:

339. With the new legislation and policies that will come into effect as a result of IWP efforts, compliance, enforcement and implementation efforts will need support.

340. The replication of IWP into other villages could be supported through GEF Small Grants program or other assistance.

12.3 Summary Conclusion

341. 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 regulation, ongoing rubbish collection, education/awareness efforts. 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 satisfactory see it through to its conclusion. 
342. 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. 
13. Tuvalu

13.1 Background:

Pilot Project Site(s): 

Alapi and Senala
Thematic Focus:


343. The focal area for the Tuvalu IWP is wastewater management. The goal is to reduce sewage contamination of groundwater, the surrounding community, and marine ecosystems, from human and animal waste

Pilot Project Objectives:

344. The objectives as identified by the draft M&E plan are:

1. The community to be aware of the wastewater problem, the causes, the possible alternative solutions, and have a plan to implement the preferred solutions, by December 2005.

2. Improve the management of wastewater at the national level.

Pilot Project Planned Outcomes:

345. Six expected outcomes have been identified:

· Increased community capacity in the management of their wastewater.

· Increased community understanding of sanitation problem.

· Deliver a 2-week course on how to select and build appropriate toilet systems and identify solutions by June 2005.

· Establish a water quality monitoring site and plan to determine whether existing toilets are the main source of groundwater faecal pollution.

· Increase national capacity to manage wastewater.

· Start a public education campaign to raise awareness of the problem and promote possible solutions by March 2005.
Pilot Project Activities:

346. The following table lists activities, outcomes, objectives and goal from the draft M&E plan.

	Goal:
	To reduce sewage contamination of groundwater, the surrounding community, and marine ecosystems, from human and animal waste

	Community
	

	Objective:
	For the community to be aware of the wastewater problem, the causes, the possible alternative solutions, and have a plan to implement the preferred solutions, by December 2005

	Outcome 1
	Increase community capacity in the management of their wastewater. 

	Activity 1.1
	Seek endorsement from community Kaupule and the Falekaupule to participate in IWP. 

	Activity 1.2
	Establish a community Working Group to fast track and increase stakeholder participation in IWP implementation.

	Activity 1.3
	Promote stakeholder participation through a PPA Workshop with the Community. 

	Activity 1.5
	Seek endorsement on the M&E Plan and the 2005-2006 Work Plan from the community. (Status uncertain)

	Activity 1.6
	Formulate an ongoing proposed list of long-term wastewater management strategies for Falekaupule to agree to and approve for the community to implement post IWP. (Status uncertain)

	Outcome 2
	Increased community understanding of sanitation problems

	Activity 2.1
	One-day workshop on the problems associated with unmanaged wastewater identified during PPA workshops (Completed)

	Activity 2.2
	Under baseline assessment and feedback results of assessment to the community (Ongoing)

	Activity 2.3
	Regularly reminders on the impact of poor sanitation practices during community meetings (Ongoing)

	Activity 2.4
	Community awareness campaign to raise awareness of the sanitation problem (see National Public Education Campaign) started by March 2005 (Ongoing)

	Outcome 3
	To deliver a 2-week course on how to select and build appropriate toilet systems and identify solutions by June 2005. (Output)

	Activity 3.1
	Discuss with Health Department (Ongoing)

	Activity 3.2
	Discuss proposal with Working Group by November

	Activity 3.3
	Seek endorsement from community and NTF by December 

	Activity 3.4 
	Prepare Cabinet Paper by December

	Activity 3.5
	Submit to Cabinet for approval by January 2005

	Activity 3.6
	Development of tailored course materials by February 2005

	Activity 3.7
	Advertise Trades Course throughout Funafuti (with criteria)?????? By February 2005

	Activity 3.8
	Closing of applications by end of February

	Activity 3.9
	Selection of participants by 2nd week of March (completed)

	Activity 3.0
	Community selects pilot sites for demonstration systems by 2nd week of March

	Activity 3.1
	Run 2-week training course by April 2005

	Activity 3.2
	Deliver Evaluation Report and Recommendations to the Community by May 2005

	Activity 3.3
	Community Workshop to decide next steps and how to fund and implement solutions

	Outcome 4
	Establishment of  a water quality monitoring site and plan to determine whether existing toilets are the main source of groundwater fecal pollution (Output)

	Activity 1.1
	Submit Monitoring Plan to Clerk to Cabinet by November

	Activity 1.2
	Conduct and report on informal survey to establish groundwater use by December 2004

	Activity 1.3
	Seek endorsement from community, working group, NTF, and Cabinet to install bores and restrict use of toilets in the designated site by January 2005 

	Activity 1.4 
	Seek formal approval from Health to use testing equipment 

	Activity 1.5
	Put the monitoring bores in place by March 2005

	Activity 1.6
	Collect baseline information on water quality (fecal indicator) by March 2005.

	Activity 1.7
	Initial monitoring period before stopping toilet use (one month) completed by April 2005

	Activity 1.8
	Begin continuous three-month monitoring on impact of non-use of toilets until December 2005

	Activity 1.9 
	Information and results will be disseminated to all stakeholders, mainly the Community for future management strategies.

	National 
	

	Objective
	Improve the management of wastewater at the national level

	Outcome 1
	Increased national capacity to manage wastewater

	Activity 1.1
	Undertake Stakeholder analysis, and identify key stakeholders for participation in NTF.

	Activity 1.2
	Selection of NTF, to work as a multi-sectoral working group to manage the wastewater problem face by the IWP Selected Community. This group includes government officers, Kaupule representative and NGO’s.

	Activity 1.3
	Working with other government agency (Water Management Committee) in the development of a Tuvalu National Water and Sanitation plan.

	Activity 1.4
	Working with other environment departments on solutions to the pig waste problem on Funafuti.

	Outcome 2
	To start a public education campaign to raise awareness of the problem and promote possible solutions by March 2005

Remember : Phased Approach , Deal with the emergency, Long-term solutions

	Activity 2.1
	Completes secondary research on the problem and possible solutions – medical statistics – talk to Doctors at the hospital – diarrhea, hepatitis, cholera, typhoid WHO report, - need to get presence-absence test for baseline information and as a way of engaging the community – by November

	Activity 2.3
	Complete Draft Communications Strategy and Campaign Proposal by November

	Activity 2.4
	Present Campaign Proposal to NTF and Cabinet for approval by December

	Activity 2.5
	Select Communications Team – representatives from Working Group, Broadcasting, Health, PWD by December

	Activity 2.6
	Workshop with Communications Team to endorse Campaign Proposal by January

	Activity 2.7
	Creative Brainstorm with Communications Team to Develop Campaign ideas by January

	Activity 2.8
	Workshop with community focus groups to pre-test campaign messages and tools by February

	Activity 2.9
	Develop initial campaign tools for national campaign by February – includes community theatre, schools program, advertising, media, draw attention to algae, etc

Remember the campaign also includes: Community-based water quality monitoring and

training course

	Activity 3.0
	Start 6-month pilot “Emergency” campaign by March 2005

	Activity 3.1
	Focus groups to review effectiveness of campaign by September 2005 – did the message get through?

	Activity 3.2
	Final report to evaluate effectiveness of pilot campaign by October 2005 – can you measure any change?

	Activity 3.3
	Meeting with Communications Team to discuss next steps by July 2005.


13.2 Findings:

Overall performance and progress towards objectives and outcomes:

347. The overall performance and progress towards the objectives and outcomes is difficult to evaluate because outcomes are confused with outputs. Outcomes 3 and 4 of Objective 1 are considered outputs that point towards tangible products. This also applies to Outcome 2 of Objective 2. Since some outcomes are considered outputs, the M&E plan should list these as such. Additionally, the activities are vague in working towards achieving the outcomes and objectives. The structure omits many of the outputs that have resulted from the project such as the Initial Stakeholders Strategy. 
Strengths and weaknesses in project design and implementation:

348. The major strengths of the project design are that the M&E plan underwent wide consultation, engaging the NTF, government and the community in this process. Cabinet approved the document in 2005. 
349. The selection of wastewater as a focal area was important. Waste water is a critical environmental issue in Funafuti. The IWP project has been the first in the country dedicated to highlighting this problem. Prior to its commencement, wastewater was seldom considered an issue by the people of Funafuti. For the vast majority of citizens, it is a case of “out of sight out of mind.”

350. The project undertook useful studies that also assist other agencies in their work. For instance, the gathering of data relating to water borne diseases was extremely useful information for the Ministry of Health. 

351. A major weakness of the project design was that the communication campaign was delivered late in the project cycle. This initiative was launched in the second quarter of 2006. To be more effective in achieving the outcomes, a systematic, consistent and informative communications program should have been implemented earlier in the project cycle. 
352. While draft environmental legislation is pending, Tuvalu continues to operate without a stand-alone environmental legislation. Environmental concerns have been inadequately addressed through various pieces of legislation associated with several Acts. This has resulted in confusion over roles and jurisdiction between different entities over waste water issues. Although, there was an effort to undertake a legislative review under the project, it was never completed. Waste water can not be addressed adequately until legislation is in place that provides a clear mandate to a responsible authority to tackle the issue.

Strengths and weaknesses in the in-country implementation arrangements:

353. The evaluators were informed by the elected councilors of the Kaupule (Town Council) that they were not represented on the NTF. However, the M&E plan indicates that they are and the NC asserts they were members but did not participate regularly. In any case it is apparent that the Kaupule was not closely involved in the project, and there were disagreements over jurisdiction between the Kaupule (who are responsible for town development) and the national government

354. One of the strengths of the project was the use of NTF members to assist in implementation. For example, the Tuvalu Association of NGOs (TANGO), a member of the NTF, was utilized to facilitate community consultation. 
355. An additional strength was the regular consultations with key stakeholders’ to them inform on IWP activities. The stakeholders included the communities, cabinet, Kaupule and NTF.

356. A major weakness in implementation arrangements was the lack of linkages with other externally-funded environmental projects being implemented parallel with IWP. For example, the climate change project (NAPA) 
is addressing water issues, which involved similar activities, and which would have provided opportunities for synergy with the IWP project. 
357. A further weakness is that insufficient attention was paid to connecting the findings of some of the interesting and useful studies into existing systems that would benefit from the information and help to achieve IWP goals. For example, key findings from the economic study should be incorporated into the draft building code on sanitation systems.

358. Another weakness is that the NC took on other tasks unrelated to IWP, resulting in delayed completion of some of the IWP activities. 
359. The weak institutional setup of the Environment Department, which is subsumed under the PM office with no standalone legislation, has lead to a heavy reliance on externally-funded projects. This mode of operation fails to work systematically towards effective long-term environmental management. 

In-country financial management:

360. Despite a minor reconciliation discrepancy, the financial arrangement in Tuvalu can be considered satisfactory. Other financial aspects include: 

· There have been regular quarterly financial reports submitted to SPREP by Tuvalu. Up until the first quarter of 2006, USD 239,556.92 had been disbursed to Tuvalu. 
· IWP accounts are subject to an annual audit by the Auditor General’s office. Audits have revealed minor differences between reconciled figures prepared by the project to those of the aid coordinating unit. 
· The aid coordinating unit within the Ministry of Finance is the repository institution for IWP funds. From there the funds are disbursed to the Department of Environment, based on requisitions.

· In addition to the NC, the IWP project has a clerk and a part time campaign officer (3 days/week).  
· The late disbursement of funds by the PCU has sometime seen the NC miss timely salary payments. However, the NC was recently informed that funds could be transferred from one project account to another to pay the salary, with reimbursement when funds finally arrived.  
361. In response to a request for PICs to estimate their in-kind contributions and co-financing for IWP, the Tuvalu NC estimated that approximately AUD 284,700 had been co-financed by Tuvalu. A breakdown of how this amount was derived was not provided to the evaluation team. 
Replication and sustainability of results achieved:

362. A sustainability plan is expected to be produced before the end of the project. The plan will make recommendations on sustaining the results post IWP. 
363. The AusAID-supported sanitation project will continue some of the work of IWP. This project proposes to establish a trust fund to support the purchase of water tanks, groundwater surveys in the outer islands, promotion of composting toilets and other activities related to sanitation. 
364. The sustainability of IWP will likely be hindered due to the lack of institutional capacity of the Department of Environment, which is overly reliant on externally-funded projects.
Design modifications that could have increased the likelihood of success:

365. Capacity building should have targeted not only the NC but also the LA and other key people/groups involved in achieving the goal of IWP. 

366. The project would have been better housed in another established and appropriate government institution with the required legislative mandate.

Successes, challenges and lessons learned:

367. The project has successfully highlighted the need to take serious action regarding wastewater. It has also undertaken useful studies, which can assist in addressing wastewater issues, but their ultimate value will depend largely on the willingness and commitment of those involved to take these issues further.

368. The lack of legislation, policies and weak institutional arrangements in the waste and sanitation sectors are the key challenges that this project faced.

369. It was evident from interviews during the evaluation mission that showcasing of composting toilets by IWP has not significantly increased public support for this sanitation solution. During the course of the project two were built as demonstrations (using non-IWP funds), yet no residents of the pilot community have financed additional outhouses, and no additional funding from government or other sources was obtained for new construction. In addition, the project did not identify remedies for the existing problem of insufficient and inoperable equipment for septic system maintenance. So, while public awareness is growing about the acute groundwater contamination problem and its link to human health, no long-term options or solutions have been put forward through IWP to effectively deal with the problem. 

370. With the additional lessons learned through IWP, the problem for Tuvalu now is not a shortage of ideas, but a lack of government will to revise, adopt and implement the sanitation strategy that has already been tabled to develop an integrated sanitation system for Funafuti. Such a system should not start from the goal of building composting toilets, but rather from the goal of building an effective island-wide sanitation system at the lowest cost (taking into account construction and operation). The plan may include a variety of techniques and solutions, including reticulated sewage lines, pump out septic systems, low flush and dry (including composting) toilets. The techniques adopted will depend on access to finance as well as to population densities, physical/geological/climactic considerations, and social norms 

371. Institutional capacity is a key issue. If the responsible department or agency has insufficient staff to carry out the expected work, then expectations need to be lowered, or additional funding and staffing utilized. It is not acceptable for an implementing agency to say it will achieve certain outputs under IWP and then saddle the NC with so many other duties that the IWP outputs cannot be achieved. 
Recommendations on designing future projects of a related nature:

372. More attention should be paid to ensuring that pilot projects have clearly defined goals, objectives, outcomes, and outputs, with activities designed to achieve them, and milestones built in to help monitor ongoing progress. 

373. The relevant findings from other similar studies and projects should be linked into activities that contribute towards attaining the goal.

374. Careful planning and coordination of work efforts with other relevant projects need to be considered to provide synergies and avoid duplication of activities.

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

375. Further efforts should now be directed towards revising, approving and implementing the draft sanitation plan and feasibility study for Funafuti, including a financing plan. The plan should take into consideration high population densities and the very real possibility of rising sea levels during the coming decades. Current septic system practices will need to be changed, for instance to include inspections to prevent the construction of faulty septic systems. The existing pump-out truck needs to be repaired, and a proper septage disposal site constructed. Funding to expand the use of composting toilets will be useful, with construction especially targeted for rural sites on the outskirts of Funafuti. Over the longer term, a feasibility study for constructing sewer lines and constructing small ”package” waste treatment facilities should be considered. 
Recommendations on the need for possible future GEF (and other donor) assistance:

376. The GEF-SOPAC IWRM constitutes the main upcoming effort from GEF for continued institutional strengthening to improve sanitation. It should be linked to one or more investment instruments, possibly through GEF, but more likely from other donors. The GEF adaptation project for the Pacific (PACC) also presents opportunities for Tuvalu, recognizing that flooding exacerbates the ground water problems created by faulty and full septic systems.   

13.3 Summary Conclusion

377. The Tuvalu IWP focused on one of the key environmental issues facing the island 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. 
14. Republic of Vanuatu

14.1 Background

Pilot Project Site(s):



Crab Bay, Malekula Island, Malampa Province
Thematic Focus:



Sustainable coastal fisheries


Pilot Project Goal:


Sustainable management of subsistence and artisanal coastal fisheries in Vanuatu
Pilot Project Objectives:

378. The objectives of IWP in Vanuatu as presented in the draft M&E Plan are:

· Objective 1 - (National): Improved National Capacity for management of sustainable subsistence and artisanal coastal fisheries.

· Objective 2 - (Community): Strengthen Crab Bay community capacity to sustainably manage artisanal coastal fisheries resources with focus on land crabs.

Pilot Project Planned Outcomes:

379. The outcomes as identified in the M&E plan fall under each of the above objectives as follows:

Objective 1 - (National):
· Outcome 1: Legislation and policy reformed and implemented for sustainable artisanal coastal fisheries resources with a focus on land crabs (habitats/land ownership).

· Outcome 2: Strengthened national capacity to support sustainable artisanal coastal fisheries management

· Outcome 3: Improve understanding on the status of artisanal coastal fisheries

Objective 2 - (Community):

· Outcome 4: Improve community understanding of the causes of artisanal coastal fisheries resource depletion in Crab Bay

· Outcome 5: Strengthened local management of land crabs in Crab Bay

Pilot Project Activities:

380. The following table lists the activities which were identified to achieve the outcomes and objectives of the community and national components of the project. 
Table 1: Activities

	Goal:
	Sustainable management of subsistence and artisanal coastal fisheries in Vanuatu

	National
	

	Objective 1:
	Improved National Capacity for management of sustainable subsistence and artisanal coastal fisheries.

	Outcome 1:
	Legislation and policy reformed and implemented for sustainable artisanal coastal fisheries resources with a focus on land crabs.

	Activity 1.1
	Review and assess national environmental legislation and institutions relevance to coastal fisheries resources management including issues of relevance to management of land crabs in Crab Bay (completed).

	Activity 1.2
	Amend as necessary national legislation and policies related to sustainable management of artisanal coastal fisheries of relevance to activities in Crab Bay community (Aug, 2005).

	Activity 1.3
	National awareness campaign to explain any changes in legislation or institutional arrangements (Sept, 2005).

	Outcome 2:
	Strengthened national capacity to support sustainable artisanal coastal fisheries management

	Activity 2.1
	Stakeholder analysis (completed)

	Activity 2.2
	Establishment of a National Task Force representing key stakeholders for decision making related to sustainable artisanal coastal fisheries resource management (completed)

	Activity 2.3
	Work with other National agencies involved in coastal resource management and establish linkages between the National Task Force with the proposed National Integrated Coastal Management Committee (Nov, 2004).

	Activity 2.5
	Develop and implement communication plan to advocate the objectives, processes, outcomes and benefit of the project at the national level, (Nov, 2004).

	Activity 2.6
	Develop participatory tools to promote community participation in obtaining information on resource use and management at the community level with relevance to Crab Bay community (completed)

	
	Establish standard ecological and socio-economic survey methods for obtaining information at the community level on coastal resource us, threats and management (Nov, 2004).

	
	Work with Lead Agency and Department of fisheries in development of national sustainable coastal fisheries management plan with a particular focus on Crab Bay (Feb, 2005).

	
	Work with Lead agency and Department of fisheries to establish an information network on coastal fisheries management activities in Vanuatu (Mar, 2005).

	
	Provide support to student under IWP scholarship scheme to support research on institutionalizing effective local management arrangements into provincial and national policy (refer to policy).

	Outcome 3:
	Improve understanding on the status of artisanal coastal fisheries

	Activity 3.1
	Undertake PEC survey and information gathering (done).

	Activity 3.2
	Collate information of the current status (stock, utilization and management) of Vanuatu Fisheries with focus on coastal fisheries (currently undertaken).

	Activity 3.3
	Collate scientific information on the biology and ecology of land crabs as part of baseline assessment, (Nov, 2004).

	Activity 3.4
	Contribute information from Crab Bay pilot activities to existing fisheries databank. (Dec, 2004).

	Activity 3.5
	Information awareness on causes to decline of coastal resources in Vanuatu with focus on activities in Crab Bay communities as part of implementation of communication strategy.


	Community
	

	Objective 2:
	Strengthen Crab Bay community capacity to sustainably manage artisanal coastal fisheries resources with focus on land crabs.

	Outcome 4:
	Improve community understanding of the causes of artisanal coastal fisheries resource depletion in Crab Bay

	Activity 4.1
	Undertake community workshops to facilitate local community participation in obtaining information on threats to resources with focus on activities related to sustainable fisheries at Crab Bay community (completed)
Training workshops of local facilitators on survey methods

Undertake PSA and PPA

	Activity 4.2
	Undertake ecological and socio-economic baseline surveys involving community related to management of fisheries in Crab Bay community (Dec, 2004)

Training workshops of local participants on survey methods

Undertake baselines surveys

	Activity 4.3
	Information awareness on outcomes of activities generated from the implementation of the pilot project related coastal resources in Vanuatu with focus on activities in Crab Bay communities

	Outcome 5:
	Strengthened local management of land crabs in Crab Bay

	Activity 5.1
	Recruitment of a local project officer to assist provincial staff and with project activities implementation at the community level. (Nov 2004)

	Activity 5.2
	Review of existing community institutional arrangements for the management of the locally initiated taboo (MPA) (Nov, 2004)

Community meetings to provide feedback on the information and established effective arrangements

	Activity 5.3
	Strengthen existing local MPA committee for the management of land crabs (Nov 2004) 

Stakeholders consultations 

	Activity 5.4
	Development and implementation of management plan for land crabs in Crab bay community (July, 2005)

Community consultation workshops

Community endorsement & implementation of the plan

	Activity 5.5
	Work with Provincial authorities to promote sustainable market opportunities for land crabs for the local communities. 

Provincial consultation workshops (June 2005)

	Activity 5.6
	Campaigns to promote sustainable use of land crabs (Nov, 2004)


14.2 Terminal Evaluation Findings:

Overall performance and progress towards objectives and outcomes:

381. The national-level objectives and outcomes have been partially achieved as a result of the project, and through the Crab Bay pilot project a strong foundation has been laid for national activities. The Vanuatu Environment Unit and Fisheries Department are working cooperatively to replicate the Crab Bay model at other communities throughout Vanuatu. Project staff in Vanuatu reported that the socioeconomic baseline study undertaken as part of IWP was received very positively, providing essential information that has “shone new light” on resource management issues at the pilot site, and is being used as a model for other sites.

382. The project has strengthened national capacity to support artisanal coastal fisheries management (Outcome 2) and helped to improve the understanding of the status of such (Outcome 3). With regard to national policy and legislation reform (Outcome 1), national project staff report that Vanuatu fisheries legislation has been amended to incorporate the principles demonstrated at Crab Bay (including the use of traditional, community-based resource management).

383. Performance and progress towards community-level objectives and outcomes has been excellent in Vanuatu. Both Outcome 4 and 5 have been achieved at Crab Bay. The project has successfully established a traditional protection and management regime (tapu) over key parts of Crab Bay, with full engagement and ownership by the communities, strengthening traditional marine tenure in the area. Formal monitoring and anecdotal reports indicate a positive impact; with significantly increased land-crab stocks. 
Strengths and weaknesses in project design and implementation:

Strengths

384. At the national level, a major strength of the project design in Vanuatu was the intentional selection of a site where existing artisanal fisheries management programs (e.g. for community re-seeding of trochus) could be linked with and built upon. 
385. At the community level the project was designed to adopt community-relevant approaches (e.g. setting the maximum size for taking crabs at a carapace width of three fingers rather than “x” centimeters).

Weaknesses

386. At the national level, the distance of Malekula Island from the capital (Port Vila) and the associated costs of travel for project staff, were considered weaknesses, but which were outweighed by the strengths of using this site.

Strengths and weaknesses in the in-country implementation arrangements:

Strengths

387. Implementation of the project in Vanuatu benefited from excellent retention/continuity of national project staff; and also from well-established inter-ministerial coordination arrangements covering all donor-funded projects in the country, with good cooperation between Ministries. 
388. Implementation of the project was based on full engagement and ownership by the communities (11 villages in the Crab Bay area), a key strength in its success. The project also worked hard to fully involve the Provincial Government (Malampa), thereby facilitating ease of implementation and enhancing prospects for sustainability. 

389. A major strength in in-country implementation in Vanuatu was a strong emphasis on communication and awareness activities, including innovative communication techniques, such as community-based drama (organized by the Won Small Bag group).

390. National project staff reported that there was a high level of delegation from the PCU, allowing national engagement of consultants, thereby facilitating in-country implementation.

391. The engagement of government at senior Ministry levels (Environment and Fisheries) was high, and expectations were raised for IWP outcomes to be relevant to the Vanuatu situation, and applied. 
392. The NTF was not a stand-alone body, but rather IWP issues were taken up as part of a ministry-sponsored task force covering a wider array of water quality and coastal fisheries issues. This broader NTF mechanism, while perhaps diminishing the time spent specifically on IWP issues, nevertheless helped to ensure that the NTF stayed active and also ensured that IWP activities and achievements were taken into account when considering related projects and issues.

Weaknesses

393. Possible improvements for in-country implementation of future projects, as suggested by stakeholders, include more time and resources for capacity-building of project staff (e.g. in project management and executing agency (EA) and implementing agency (IA) reporting requirements), in the first year of the project, and more time allowed in the overall project timetable for countries to establish the necessary administrative arrangements.

394. IWP in Vanuatu had limited success in engaging and involving relevant private-sector industries and NGO, but  these sectors are not strong in Vanuatu in relation to coastal resources management.

In-country financial management:

395. Financial management appears to have been very well handled in Vanuatu, with no reports or indications of problems or issues. 
396. National project staff reported that after receiving training and support from the PCU, financial reporting requirements were not onerous, and were greatly assisted by clear, standard templates.

397. It was reported that the IA policy of not replenishing country impress accounts until after all 14 countries had submitted their periodic financial reports, had caused unfair delays to Vanuatu, which had mostly submitted its reports in reasonable time. In such instances the government exercised adaptive management, advancing national funds to the project, which could be replenished when project funds were received from the EA.

Replication and sustainability of results achieved:

398. The Project has successfully built-upon and integrated with pre-existing and on-going community-based fisheries management activities at Crab Bay (especially regarding trochus shell), thereby achieving effective synergies between projects with beneficial multiplier effects. 
399. As outlined above, there is significant potential for replication and sustainability of the IWP achievements at Crab Bay, with the Vanuatu Environment Unit and Fisheries Department working cooperatively to continue work at Crab Bay, and to replicate the Crab Bay model at other communities throughout Vanuatu. Project staff in Vanuatu reported that the socioeconomic baseline study undertaken as part of IWP was received very positively, and is being used as a model for other sites throughout Vanuatu.

400. Replication and sustainability is assisted by the presence of well-established inter-ministerial coordination arrangements, covering all donor-funded projects in the country, with apparently good cooperation between Ministries/Departments (especially Environment and Fisheries). This means that resources from different projects can be coordinated nationally to enhance synergies and multiplier effects between projects. 
401. At the time of review, Vanuatu was still developing its sustainability plan, which has not been received by the review team.

Successes, challenges and lessons learned:

402. Stakeholders reported that a major value of IWP in Vanuatu lay in the process of getting community players to talk to each other to identify and resolve resource conflicts. The project played a major role in bringing women and youth into community decision-making processes, a major development for Vanuatu.

403. The project resulted in a significant improvement in the understanding of the crab resource by the communities at Crab Bay; expanding beyond a perception of the crabs as just a source of food, to incorporate understanding of population dynamics, densities, size, recruitment, life-cycles, as well as of the environment.

404. The project also greatly assisted in harmonization between 11 communities which had previously been involved in ongoing resource ownership and access disputes, and helped to strengthen traditional “restorative” justice systems of conflict resolution.

405. The project has generated significant interest from other communities throughout Vanuatu, with several others taking the initiative to further develop their traditional coastal and marine resource management regimes, based on the experience at Crab Bay.

406. The project was also effective in engaging and retaining the active involvement of the provincial government, which traditionally have not been involved in natural resource management in Vanuatu.

Recommendations on transition phase, replication strategy and ongoing sustainability at National-level after December 2006:

407. It appears that the prospects for sustainability and replication are good in Vanuatu, based on national government investments in project activities and linkages with other aid projects, both underway and planned. It is recommended that the national and provincial governments continue to work towards integrating IWP outcome into core government programs and national budget planning. More could be done to involve relevant private industries and NGOs as possible sources of resources to support sustainability.

Recommendations on the need for possible future GEF assistance:

408. Stakeholders advised that while additional and ongoing donor support is always needed and welcomed, there were no intentions to develop a proposal for a follow-up GEF project, and that the prospects for sustainability and replication were good, as outlined above.

14.3 Summary Conclusion

409. 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.










�  As these are tangible products and not intended change the outcomes are regarded as outputs.  . 


� (NB. Note: A visit by the Evaluation Team to PNG was not included as part of the UNDP-approved TE country visits.  . This summary report is therefore based on review of available documents, with extracts from the PNG Implementation and Lessons Learned report prepared by the National Coordinator in August 2006 and remote communication with stakeholders.





�This is vague, as there were 3 communication specialists over the project lifespan.


�This should be defined.


�Definition?


�It’s not clear what this project is.
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