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MEDIUM SIZED PROJECT BRIEF – HON MUN MARINE PROTECTED AREA PILOT PROJECT

	PROJECT IDENTIFIERS

	1. Project Name:

Hon Mun Marine Protected Area Pilot Project
	2. GEF Implementing Agency: World Bank (WB)

	3. Countries or country in which the project is being implemented: Vietnam
	4. Country eligibility: Convention on Biological Diversity ratified by Vietnam on 16 November, 1994

	5. GEF Focal Area(s): Biodiversity with cross-cutting links to International Waters
	6. Operational program/short-term measure: Coastal, Marine and Freshwater Ecosystems

	7. Project linkage to national priorities, action plans and programs:

This Project will assist Vietnam to implement priority programs under its Biodiversity Action Plan (BAP).  The BAP identifies the development of a national system of MPAs and the conservation of the Hon Mun as priority actions for biodiversity conservation.  The Project will build the capacity of the Ministry of Fisheries and other agencies to implement their responsibilities for marine environmental management.  It will develop a model for cross-sectoral management of marine biological resources that has wider application as Vietnam develops its MPA system.  The Project has the full commitment of National and Provincial government as well local communities.  It will provide local stakeholders with a strong role in the managing the marine resources on which their livelihoods depend.

	8. GEF national operational focal point and date of country endorsement: Ministry of Science, Technology and the Environment endorsement in process.

	PROJECT OBJECTIVES AND ACTIVITIES:

	9. Project rationale and objectives:

Goal:

To conserve a representative example of internationally significant and threatened marine biodiversity.

Objective:

To enable local island communities to improve their livelihoods and in partnership with other stakeholders to effectively protect and manage the marine biodiversity at Hon Mun as a model for collaborative MPA management in Vietnam.


	Environmental Indicators:

· Recovery of coral reefs (increase in live coral cover in the MPA)

· No decrease in mangrove and seagrass cover

· Statistically significant and important increase in the productivity of target fish & shellfish Statistically

· No decrease in threatened species

Project Impact Indicators:

1. Effective management of the MPA: the MPA Management Plan is being highly complied with, including elimination of destructive fishing practices and anchoring on corals;
2. Adoption of commercially viable AIG activities that promote the MPA goals and result in increased income among target group community members.

3. MPA management system is financially self-sustaining.

4. Effective stakeholder participation in management:

· perception of stakeholders (inc. fishermen, women, youth) that they are consulted and involved in management and that management is effective;

· regular village MPA committee meetings;

· Provincial Steering Committee meets at least every six months and includes village representatives.

5. Indicators of improved livelihoods amongst local island communities (to be defined in collaboration with communities during SET-UP PHASE).



	10. Project Outputs:

Component 1 – Participatory Planning and Management

Component 2 - AIG Activities

Component 3 – Capacity Building

Component 4 – Monitoring and Evaluation


	Output Indicators

Phase 1 Benchmarks (to be achieved after 18 months):

1. Khanh Hoa MPA Authority established and fully staffed., MPA Office is constructed, Management Plan developed and endorsed by all stakeholders.

2. Village micro-credit facilities in place.  At least 10 pilot AIG projects designed with supporting training courses developed.

3.  MPA Training Program, courses and materials developed, 3 courses delivered, MPA Authority Staff trained in MPA planning and management and community involvement. Environmental Awareness Program developed and information/publicity materials produced and activities initiated. MPA Visitors Display constructed at NIO.

4. Marine Biodiversity Assessment conducted, Community-based Monitoring Program developed, Baseline awareness survey completed, Project monitoring procedures established.

	Component 1 – Participatory Planning and Management

Component 2 - AIG Activities

Component 3 – Capacity Building

Component 4 – Monitoring and Evaluation


	Phase 2 Benchmarks (to be achieved after 48 months):

1. Khanh Hoa MPA Authority, together with local community voluntary contributions, are effectively enforcing the MPA Management Plan, MPA Management Plan has been reviewed, revised and adopted.

2. Pilot AIG projects are underway and are financially sustainable. A system to ensure sustainable financing of the MPA is in place.

3. 5 Training courses have been conducted. Activities in the Environmental Awareness Program have been implemented and evaluated

4. Marine Biodiversity Assessment has been reviewed.

	11. Project activities to achieve outcomes (including the cost in US$ of each activity):

Set-up Phase:

Marine biodiversity assessment, community-led preparation of MPA management plan, design of AIG activities and Sustainable Financing Strategy, development and commencement of capacity building programs, development and commencement of monitoring and evaluation programs.  Total cost US$ 906,257

Implementation Phase:

Implementation and review of MPA management plans, AIG activities, and Sustainable Financing Strategy, continuation of capacity building programs, continuation of monitoring and evaluation (including review of marine biodiversity assessment). Total cost US$1,189,817


	Input Indicators:

Disbursement of project input costs according to cost tables and project implementation plan.

	12. Estimated Budget (in US$):

Project Preparation:

PDF Preparation Costs:
    25,000

Others
    25,000
IUCN contribution to preparation

Project Implementation:

GEF:
   972,447

Cofinancing
   786,575
Danida


     52,715
IUCN


   133,201
Government of Vietnam


     94,586
Community (in-kind)


     56,550
Revenue from Sustainable Financing Strategy

Total
2,146,074



	INFORMATION ON INSTITUTION SUBMITTING PROJECT BRIEF

	13. Information on Project Proposer: The World Conservation Union (IUCN) brings together a unique partnership of states, government agencies, and a diverse range of non-government organisations.  Through it global network of Regional and National Offices, Commissions, Secretariat and wider membership, IUCN seeks to achieve development which is sustainable and that provides a lasting improvement in the quality of life for people all over the world.

	14. Information on Executing Agency (if different from project proposer): The World Conservation Union (IUCN)

	15. Date of initial submission of project concept: This project concept was approved in the form of an application for PDF resources in June, 1997.  The Vietnamese GEF Focal point endorsed the project concept on 6 July 1996.

	INFORMATION TO BE COMPLETED BY IMPLEMENTING AGENCY

	16. Project Identification Number:

	17. Implementing Agency Contact person: Robin Broadfield, GEF Regional Coordinator, East Asia and Pacific.

	18. Project linkage to Implementing Agency program(s): The project is fully consistent with the World Bank’s Country Assistance Strategy, which aims to alleviate poverty by promoting environmentally sustainable development. It will complement on-going Bank initiatives to promote the conservation and sustainable use of natural resources and extend those efforts into the management of strategically important coastal and marine resources on which a large proportion of Vietnam’s population depend. It will strengthen donor coordination on coastal and marine resource management by deepening collaboration between the World Bank and other organizations active in this area, including conservation NGOs, Danida  and the Asian Development Bank. 


HON MUN MARINE PROTECTED AREA PILOT PROJECT

Project Description

Project Rationale and Objectives

Vietnam’s coastline stretches for 3,200 km and includes a rich diversity of marine habitats and species, ranging from sub-temperate ecosystems in the north to tropical systems in central and southern Vietnam.  Marine resources provide the fourth most important contribution to national export earnings as well as half of the protein consumed by the Vietnamese population. The majority of resources are taken from the country’s shallow continental shelf area where coral reefs, mangroves and seagrass ecosystems play a critical role in maintaining biological diversity and productivity.  Escalating degradation of these resources has become a pressing national issue with far reaching environmental and socioeconomic consequences.  Despite the importance of Vietnam’s coastal marine environment it is largely unmanaged; there is not a single effective marine protected area (MPA) along the mainland coast.

This project will support the conservation of critical marine biodiversity values at Hon Mun island and its surrounding waters, located off Nha Trang in Khanh Hoa Province, south-central Vietnam.  This will be achieved through the development of a zoned, multiple-use marine protected area (MPA) that protects globally important examples of Vietnam’s best remaining coral reef, mangrove and seagrass ecosystems.  This project will establish Hon Mun as an MPA pilot site, developing methodologies for MPA establishment and management that can be replicated in other areas as part of a national MPA system
.
The goal of this project is: to conserve a representative example of internationally significant and threatened marine biodiversity.  The project will work toward its goal by focusing on the following development objective: 

· to enable local island communities to improve their livelihoods and, in partnership with other stakeholders, effectively protect and sustainably manage the marine biodiversity at Hon Mun as a model for collaborative MPA management in Vietnam.

The Hon Mun MPA project will develop an effective Provincial MPA Authority and a system of co-management with local resource users.  The project will support participatory planning and management, the development of alternative income generating (AIG) activities to draw people away from activities associated with excessive resource use, capacity building, and monitoring and evaluation.  The project’s primary target group is the poor island communities in the immediate vicinity of Hon Mun, but it also emphasises other stakeholders as a secondary target.  The Project will achieve sustainability by placing a strong emphasis on building partnerships among stakeholders, establishing a financially self-sufficient management system and providing long-term socioeconomic benefits to the local communities that rely on the resources of Hon Mun.

Project Components


Hon Mun MPA Project





Participatory Planning

AIG Activities

Capacity Building

Monitoring and


and Management








Evaluation

The project is responsive to national priorities and programs and will help Vietnam meet its obligations under international conventions. On a global scale, the project focuses on the GEF focal area of Biodiversity, and has relevance to International Waters.  It is consistent with the GEF operational program Coastal, Marine and Freshwater Ecosystems and responds to the first three objectives of the Convention on Biodiversity (CBD).  The project directly addresses guidance from the CBD 

Conference of the Parties (COP) on the conservation of coastal and marine biodiversity, capacity development and human resource development, institutional strengthening, indigenous communities, innovative measures, and government/private partnerships for management.

Current Situation

Environmental Context

The Hon Mun site includes a group of eight islands about 10 km off the coast of Nha Trang city.  The islands are semiarid and infertile.  Much of the coastline comprises steep cliffs or rough terrain interspersed by beaches of pebble, gravel and dead coral.  The project site supports a variety of habitats and ecosystems including fringing coral reef, mangrove and seagrass beds.

Hon Mun was selected for this project after field assessment of sites proposed by the Government of Vietnam and the priority areas identified in the Report “A Global Representative System of Marine Protected Areas” (GBRMPA/World Bank/IUCN 1995)
.  The site is an area of highest national priority for marine conservation in Vietnam’s “Biodiversity Action Plan” (BAP) (Government of Vietnam 1994).  An Environmental Assessment of the area is included as Annex 9.

IUCN’s field assessment team recommended Hon Mun as a global priority for marine biodiversity conservation and as Vietnam’s national MPA pilot site.  It has internationally important coral reef areas with amongst the highest coral biodiversity recorded for mainland Vietnam.  The area is representative of Vietnam’s south central biogeographic zone which has 65 hard coral genera and is comparable in biodiversity levels to the global centre of coral diversity of Eastern Indonesia, the Philippines and the Spratly Islands (70 genera) (Tuan 1998).  A total of 44 coral genera has been recorded at the Hon Mun site, with the possibility that other genera remain to be discovered.  Despite the pressure from tourism and illegal fishing Hon Mun retains some of the very few intact reefs in south central Vietnam. Areas of the proposed Hon Mun MPA that are critical for biodiversity appear to be largely isolated from polluted riverine fresh water current flows from the mainland.

Mangroves fringe inlets and less exposed parts of the islands but are a rapidly diminishing resource along this coast, especially the mainland where much clearing has occurred for shrimp aquaculture (now failing due to disease).  Seagrass beds provide breeding and nursery areas for juvenile fish and invertebrates and the basis for a commercial sea horse fishery.  Natural oyster beds are also present and are the source for an important shellfish industry.  Hon Mun Island is also home to a thriving swiflet colony, which supports a highly profitable edible bird nest industry.

Fishery resources are severely depleted in the area , with even target species juveniles actively sought (e.g., for grow out and sale as live fish).  Explosives and cyanide are used by the poorest fishermen who struggle to maintain their livelihoods with an ever-decreasing catch.

The primary threats to biodiversity at Hon Mun are the illegal fishing methods, poorly planned and uncontrolled tourism development, and intensive, unregulated aquaculture development.  Hon Mun is a popular tourist day-trip site and tourist boats anchor directly on the reef, damaging corals.  They also discharge wastes directly into the water above the reef, introducing nitrogen from human waste and other harmful pollutants.  Tourism in the area is increasing and these pressures, if left unmanaged, are likely to seriously degrade resources and biodiversity in the area.

There is strong community and provincial support for conservation measures.  As one of Vietnam’s most popular coastal tourist destinations there is considerable potential for tourism to contribute financing for biodiversity conservation.  The area is also very close to the Nha Trang Institute of Oceanography (NIO) (the country’s main tropical marine research centre), the National Fisheries University and to other training institutions which have a vital role in building management capacity.  Hon Mun will play a critical role as a pilot site and foundation for development of a national system of MPAs in Vietnam.

Socioeconomic Context

Hon Mun, nearby islands and the adjacent mainland Nha Trang beach front provide the mainstay of the tourism industry in the city of Nha Trang, a major centre for vacationers in Vietnam.  Tourism provides significant employment for the city’s population (approx. 300,000).  Nha Trang has about 80 hotels, 60 tourism boats, and a range of associated services.  Among these is Vietnam’s only SCUBA dive centre, which uses the area around Hon Mun Island as its dive site.  A tourism survey commissioned by IUCN as part of project-preparation revealed that many tourists would be willing to pay round US$1-2 each to visit an MPA at the project site.

Fishing is a major activity in the area with about 15,000 fishermen based in the vicinity of Nha Trang city.  Most of these are employed on large (10 to 20m) boats that trawl in offshore waters and fish for squid by night. Inshore bottom trawling is also common.  One hundred fifty Nha Trang-based fishermen gain their livelihood from licensed standing nets in the project site, mainly catching passing pelagic species such as tuna and Pacific mackerel.

The islands in the proposed project site contain a population of approximately 5,300 people with 95% gaining their main income from fishing activities. These island communities are home to many of the poorest fisher families, who work with small boats that are limited to shallow and sheltered waters.  These poorest fishermen, numbering about 300, mostly subsist on a decreasing catch supplying the local and international ornamental fish trade and from declining shellfish and oyster beds.  They are responsible for a large proportion of the unsustainable fishing activity near Hon Mun (e.g., use of cyanide and explosives, coral and shellfish collection) and as such are a priority concern for this project.  None of the island communities benefit from tourism activities - which are dominated by mainlanders - and only a few gain any income from rudimentary mariculture activities such as growing wild caught juvenile fish and lobster.

The poor socioeconomic conditions of the islands are a significant issue for the project.  Education amongst island communities is very low, with the average level of education on all but one island being grade three.  Villages lack basic healthcare facilities, families tend to be large (4 to 5 children per family), and most women are illiterate.  No island communities have potable fresh water and only a few possess brackish water wells; all potable water is shipped from the mainland.

Social assessment work carried out by IUCN in preparing this project revealed a high level of concern among island communities about overuse of marine resources.  Fishermen consulted during the assessment reported a marked depletion of inshore fisheries over the last ten years.  The mainland pelagic fishing industry is also experiencing declining catches.  These factors have contributed to the very high level of support for the proposed project from island and fishing communities, who see it as a means to promote better management of fishery resources and an opportunity to seek alternative forms of employment.  Village leaders have prepared a strong written commitment of support for the project (Annex 7).

Experience in Vietnam has shown that communities of this kind are keen to improve their socioeconomic condition once presented with the opportunity and means to do so.  The project will assist the various target groups (poorest fishermen, women, youth, and entrepreneurs) to collaborate to develop a variety of AIG opportunities that improve their livelihoods and reduce extractive pressure on marine resources.  Fishermen will benefit through provision of alternative forms of livelihood and through the development of a better fisheries management system in the area - this will promote sustainability of the fisheries in the future.  Women will benefit through AIG projects, especially given the AIG micro-credit management role proposed for the Women’s Union.  Children will benefit through improved socioeconomic conditions in the community.  In addition to the direct socioeconomic benefits, all these groups will benefit from having a greater say in marine resource management than they do at present.

Institutional Context

Under Vietnamese law, ownership of the sea and marine resources is vested in the State, although substantial management responsibility is devolved to Provincial level.  The Provinces have a number of agencies with sectoral responsibilities, including the Department of Fisheries, Department of Science, Technology and Environment (DOSTE), Department of Tourism (DOT) and Department of Transport (DOTransport).  These departments answer directly to the Provincial People's Committee (PPC), which is the highest decision-making body in the Province.

In 1996, the PPC of Khanh Hoa Province approved a project to establish a nature reserve at Hon Mun.  The proposed project budget amounted to three thousand million Vietnamese Dong (equivalent to US$270,000) which was requested from the national budget.  The funding never became available and the ‘nature reserve’ does not currently exist in any real form, lacking legal designation, a management plan, and the funds required for active management.  However, this proposal does show the concern and commitment of the Province to the conservation of Hun Mun.  These original ideas have been included in the current project, which will enable the Province to pursue its commitment to the MPA whilst providing a sound legal, technical and financial basis for management.

One of the main elements of the project will be the establishment of, and support to, an MPA Authority in Khanh Hoa, as a new agency under the PPC.  It will be responsible for the care and development of the Hon Mun MPA and will seek to coordinate and integrate the activities of other sectoral agencies with relevant responsibilities.  The MPA Authority will answer to a Provincial Steering Committee, chaired by the Vice-Chair of the Province, and including representatives of all key stakeholders (including representatives from the villages in the MPA).  The local authorities have approved the 

establishment of this Committee, which will oversee other marine conservation programs that might be developed in future.  The Provincial request for a steering committee representing different sectors and interest groups is highly innovative in the context of natural resources management in Vietnam.

In a similar way, a project-specific Steering Committee will be established at national level to ensure cooperation of relevant national parties and to promote wider dissemination of experience and lessons learned.  The national committee will ensure that the activities in Khanh Hoa Province feed into national policy discussions and the central Government decision making process.  The Ministry of Fisheries (MOF) is the lead national ministry for MPAs and has designated the Research Institute of Marine Products (RIMP) as the counterpart organisation for this project.  It will be RIMP’s role to ensure national coordination and collaboration for the project.  Project implementing arrangements and the commitments of project partners are defined in a MOU between the Khanh Hoa PPC, MOF and IUCN (Annex 6).

Expected Project Outcomes

The broad project outputs will be generated through four components (Participatory Planning and Management, AIG Activities, Capacity Building, Monitoring and Evaluation) which are summarised below.  Detailed activities under each component are described in the Activities section.

Component 1 - Participatory Planning and Management

This component covers the development and implementation of the management plan for the MPA.  Local stakeholders will play the leading role in developing the plan, to generate ownership and commitment to the MPA. Through zoning the MPA plan will protect the essential biodiversity values of Hon Mun while providing for reasonable access and sustainable use of resources (a draft plan developed during project preparation is shown at Annex 11).  A surveillance and enforcement system will give local communities a key role in enforcement in partnership with the MPA Authority and other agencies.  The output of this component will be a management plan that has the strong backing of local resource users and Provincial authorities, and is effectively implemented through a co-management approach.  The long-term funding for implementation of management will be generated through a Sustainable Financing Strategy (see below).

In the interim period whilst the management plan is developed the project will assist local authorities to enforce the existing laws and controls applicable in the MPA area, especially those concerning fisheries (i.e., bans on destructive practices).

Component 2 - AIG Activities

The project will assist in the development of a scheme to support diverse AIG pilot projects targeted towards maximum impact for reducing pressure on the biodiversity of Hon Mun and improving the livelihoods of local people.  Opportunities identified during project preparation include aquaculture (pearls, oysters, sea crab, lobster, high-value fish species) and ecotourism; these and other opportunities (e.g., handicrafts) will be refined during the course of the project.  Target groups for AIGs include: fishermen (especially the poorest fishermen), women, youth, community leaders and entrepreneurs.

The project will assist each village to establish a micro-credit loan facility, which would be operated under the aegis of the Women’s Union.  The Women’s Union is active in all villages and at all levels of society. The facility would take the form of a community development fund to be managed by the village Women’s Union for the purpose of providing loan funding for AIG projects.  The Project would provide technical advice to assist communities in developing viable AIG project designs.  Each AIG activity to be funded would require approval by the MPA Authority (criteria for selecting projects are defined below - see Activities - 1.2.3).  For each micro-credit union the project would provide funds on a 50:50 basis to match funds committed by the villages.  Each micro-credit fund would then be in a position to loan funds for new AIG’s on an ongoing basis as loans are repaid.  Because future viability depends on repayment the system has an in-built incentive for the community to ensure loans are repaid.  In designing and coordinating the system the project will collaborate with ‘Friendship Bridge’, an NGO which has had remarkable success in developing similar micro-credit programs in Vietnam
.

A proportion of the resources generated through the tourism user fee would also be allocated toward a community development fund, benefiting all islanders.  These arrangements will be negotiated in the context of project implementation (see below on Sustainable Financing Strategy) but the proportion is expected to be of the order of 10%.  The long-term funding from this source for each village would depend on its success in repaying loans.  Project assistance for AIG’s will also include technical support and training.  Private sector partnerships will be actively encouraged as a means of supplementing the grant funding, and preliminary expressions of interest have been obtained (Annex 10)
.

The AIG component also includes the development and implementation of a Sustainable Financing Strategy for the MPA.  The aim is to ensure that adequate resources are secured to meet the ongoing costs of management.  A tourism user charge is proposed as a means of generating funding, particularly given the high level of tourism usage of the area.  The Khanh Hoa PPC has undertaken that all revenues raised will be held in a trust fund and utilised solely for purposes related to management of the MPA.  The financial management structures will be developed in consultation with the PPC and will be subject to auditing according to best international practice.

Component 3 - Capacity Building

This component will develop the skills required to operate a successful MPA and build the support and commitment of local stakeholders.  There are two sub-elements: training and environmental awareness.  For training, significant skills upgrading is needed at all levels - in management planning, community involvement, biodiversity monitoring, surveillance, and other areas.  The project will deliver these directly to project and MPA administration staff, and indirectly though ‘training of trainers’ in relevant institutions.

The Project aims to ensure that the training facilities and lessons learned at Hon Mun have wider national benefits.  The strategy for ensuring the dissemination of experience and expertise is to support the participation of people from other potential MPA sites and organisations in Vietnam in training activities, and to use other areas as case studies during training exercises.  Potentially other MPAs could be developed from such case studies in the way that Hon Mun has developed.  The training facility to be established at Nha Trang will provide a unique national and regional resource for training in marine resource science and management.

Environmental awareness activities will aim to increase appreciation for the importance of local marine resources, awareness of threats to related biodiversity and especially their relationships to long-term use values - among local communities, the wider Nha Trang public and tourists.  Target groups include MPA community school children and their teachers, MPA community adults, the general public of Nha Trang, tourists and visitors to Hon Mun, fishers, and tourism operators and service providers.

Component 4 - Monitoring and Evaluation

This component will establish the monitoring systems required for the MPA Authority to evaluate the success of its management programs over the long-term, and adjust them as required to achieve an optimal outcome.  A community-based monitoring program will use simple indicators and involve local stakeholders in the collection of information.  The monitoring program will incorporate both environmental and socioeconomic data.  The component includes the initial gathering of environmental and social baseline data and their subsequent review throughout the project, including collaboration with provincial authorities on environmental impact assessment (e.g., of AIG projects).

This component includes project reporting and review arrangements, including routine reporting to donors, annual reporting to Provincial and National Steering Committees, wrap-up workshops and independent evaluations. This feedback will demonstrate whether the project is achieving its objective and meeting its stated benchmarks (see Logical Framework Analysis).  Specific reviews of AIG activities and the Sustainable Financing Strategy will be undertaken to assess their success and guide future activities.

Project Phasing

Activities under the four components will be executed in two phases.  The SET-UP PHASE will be of 18 months duration during which time the MPA management plan will be developed and adopted.  This phase also covers the selection and design of AIG pilot projects, development and initiation of capacity building programs for training and environmental awareness, and the set-up of monitoring and evaluation systems.  The IMPLEMENTATION PHASE will be of 30 months duration covering the implementation of the management plan, AIG projects and other activities.  The total project duration is 48 months (4 years).

The progression of activities across the two phases is described in the Activities section and shown in the Project Implementation Plan (Annex 3) and summarised below.

The purpose of the phased approach is to minimise risks through the clear definition of benchmarks and assessment of progress against agreed targets.  Funding for progressing from the SET-UP PHASE to the IMPLEMENTATION PHASE depends upon achievement of the agreed benchmarks defined in the Logical Framework Analysis.  An independent evaluation at the end of the SET-UP PHASE will report to IUCN and the World Bank on whether these benchmarks have been met.

Overview of Project Phasing and Activities by Component

	COMPONENT
	SET-UP PHASE

(18 MONTHS)
	IMPLEMENTATION PHASE

(30 MONTHS)

	Participatory Planning and Management
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	hire personnel and set-up office
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Conduct planning workshops/discussions
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Enforce existing controls
	
	
	
	
	

	Finalise and adopt management plan
	
	
	
	
	

	Implement management plan
	
	
	
	
	
	
	

	Review & revise management plan
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	AIG Activities
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Consult on AIG options
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	set-up microcredit system & pilot projects
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Develop sustainable financing strategy
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	AIG training
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Implement pilot projects
	
	
	
	
	
	
	

	Implement sustainable financing strategy
	
	
	
	
	
	
	

	Review AIG component
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Capacity Building
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Develop env. awareness program
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Implement env. awareness program
	
	
	
	

	Develop training program
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Conduct training
	
	
	
	

	Monitoring and Evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Conduct marine biodiversity assessment
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Review marine biodiversity assessment
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Design comm.-based monitoring program
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Progress reporting
	
	

	Independent evaluations
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


Logical Framework Analysis

	NARRATIVE SUMMARY
	KEY PERFORMANCE INDICATORS
	MEANS OF VERIFICATION
	CRITICAL ASSUMPTIONS

	Global Goal:

· to conserve a representative example of internationally significant and threatened marine biodiversity.
	Environmental Indicators:
1. Recovery of coral reefs (increase in live coral cover in the MPA);

2. No decrease in mangrove and seagrass cover;

3. Statistically significant and important increase in the productivity of target fish & shellfish;

4. No decrease in threatened species
	· Marine Biodiversity Assessment at the start and end of the project. Environmental indicators from the Community-based Monitoring Program.


	· Absence of natural disasters (e.g., coral bleaching, hurricanes) and human disasters (e.g., severe oil spills).

	Project Development Objective:

· to enable local island communities to improve their livelihoods and, in partnership with other stakeholders, to effectively protect and manage the marine biodiversity at Hon Mun as a model for collaborative MPA management in Vietnam.


	Project Impact Indicators:
1. Effective management of the MPA:
the MPA Management Plan is being highly complied with, including elimination of destructive fishing practices and anchoring on corals;
2. Adoption of commercially viable AIG activities that promote the MPA goals and result in increased income among target group community members.

3. MPA management system is financially self-sustaining.

4. Effective stakeholder participation in management:

· perception of stakeholders (inc. fishermen, women, youth) that they are consulted and involved in management and that management is effective;

· regular village MPA committee meetings;

· Provincial Steering Committee meets at least every six months and includes village representatives.

5. Indicators of improved livelihoods amongst local island communities (to be defined in collaboration with communities during SET-UP PHASE).
	· Project monitoring reports on levels of compliance (from Community-based Monitoring program).

· Project monitoring reports. Community-based Monitoring Program

· Project monitoring reports.

· Minutes of Steering Committee meetings, records of community interactions, project monitoring reports.

· Community-based Monitoring Program  (socioeconomic indicators). 
	· Feasible long-term sustainable financing mechanisms can be developed to meet MPA management costs.

· AIG activities linked with private sector companies, aquaculture activities and other developments are beneficial to local community target groups. 



	Project Outputs

SET-UP PHASE

Component 1 - Participatory Planning and Management

Component 2 - AIG Activities

Component 3 - Capacity Building

Component 4 - Monitoring and Evaluation

	Output Indicators:
SET-UP PHASE BENCHMARKS (to be achieved after 18 months):

1.1 Khanh Hoa MPA Authority established and fully staffed.

1.2 MPA Office is constructed

1.3 Hon Mun Management Plan developed and endorsed by all stakeholders.

2.1 Village micro-credit facilities in place.

2.2 At least 10 pilot AIG projects designed with supporting training courses developed.

3.1 MPA Training Program, courses and materials developed.  3 courses delivered.

3.2 MPA Authority Staff trained in MPA planning and management and community involvement.

3.3 Environmental Awareness Program developed and information/publicity materials produced and activities initiated.

3.4 MPA Visitors Display constructed at NIO.

4.1 Marine Biodiversity Assessment conducted.

4.2 Community-based Monitoring Program developed.

4.3 Baseline awareness survey completed.

4.4 Project monitoring procedures established.
	· Staff are recruited with salaries funded by Khanh Hoa Province.

· Office is built.

· Written commitments of stakeholders to Plan.

· Loan repayments being made.

· AIG Project design documents.

· Training program document.

· Reports of training courses.

· Program document, materials.

· Display constructed.

· Assessment report.

· Program document.

· Survey report.

· Project monitoring reports.


	· Political commitment at the National and Provincial levels remains strong and government meets its agreed commitments (e.g., funding, passing required laws).



	IMPLEMENTATION PHASE

Component 1 - Participatory Planning and Management

Component 2 - AIG Activities

Component 3 - Capacity Building

Component 4 - Monitoring and Evaluation
	IMPLEMENTATION PHASE/FINAL BENCHMARKS (to be achieved after 48 months)

1.1 Khanh Hoa MPA Authority, together with local community voluntary contributions, are effectively enforcing the MPA Management Plan

1.2 MPA Management Plan has been reviewed, revised and adopted.

2.1 Pilot AIG projects are underway and are financially sustainable.

2.2 A system to ensure sustainable financing of the MPA is in place.

3.1 5 Training courses have been conducted.

3.2 Activities in the Environmental Awareness Program have been implemented and evaluated

4.1 Marine Biodiversity Assessment has been reviewed.
	· Reports of the Community-based monitoring program - usage and compliance indicators.

· Written commitments of stakeholders to revised Plan

· Project monitoring reports

· Project monitoring reports.

· Training course reports

· Project monitoring reports

· Marine Biodiversity Assessment report.
	· Political commitment at the National and Provincial levels remains strong and government meets its agreed commitments (e.g., funding, passing required laws).




Activities

1. SET-UP PHASE

Component 1.1 - Participatory Planning and Management

1.1.1 Hire Project Personnel and Establish Office - 

* Recruit Country Technical Adviser - IUCN will appoint a Country Technical Adviser to lead the Project Team (see Annex 5 for TOR of all key positions)

* Recruit Personnel and Consultants - IUCN will recruit support staff (accountant, secretary, etc) and identify and hire specialist consultants.  A Vice-Chairman of Khanh Hoa PPC and a Vice-Minister of MOF will be appointed as Senior Advisers.

* Appoint Government Personnel - The Government of Vietnam will identify a National Project Director from the Research Institute of Marine Products (RIMP) to represent the National Government on the project.  The Khanh Hoa Provincial Government, in consultation with IUCN, will appoint an MPA Director to lead the Khanh Hoa MPA Authority, and select the staff for the unit (Training Coordinator, 3 Senior Wardens and 7 Wardens-the latter recruited from island communities).  Although subject to further development in the context of project implementation, the preliminary structure of the Authority is suggested below.

Preliminary Structure of Khanh Hoa MPA Authority

MPA Director



Training Section
Environmental Awareness Section
    Planning and Enforcement Section

Training Coordinator
1 x Senior Warden


    1 x Senior Warden


1 x Senior Warden
3 x Wardens



    4 x Wardens

* Construct MPA Office - The Country Technical Adviser will oversee the construction of an MPA Office to be located at the Nha Trang tourism and island ferry port, a location that maximises accessibility to the MPA site and to the port.  This office will form the headquarters of the Khanh Hoa MPA Authority and the Project Team.  Until construction is completed the project will be based in rented accommodation.

* Procure Equipment and Establish Office Systems - The Country Technical Adviser will oversee procurement of necessary equipment and set-up the project’s financial and administrative systems.

1.1.2 Conduct Community Planning Workshops and Discussions - The Management Plan for Hon Mun MPA will be developed through a participatory planning process led by the Khanh Hoa MPA Authority and local community representatives with assistance from the Project Team.  The consultations will initially work through the communities’ existing decision-making and consultative mechanisms, however they will also seek to involve the broad range of target groups (e.g., women, youth, fishermen etc) where these are not adequately represented by existing structures.

* Hold Preliminary Stakeholder Consultations - discussions will be held in each village, with key stakeholders in the tourism and fishing sectors, and with Government departments, to agree objectives and the process for developing the MPA management plan and other activities.

* Develop Draft Management Plan - A draft zoning plan was prepared and endorsed by stakeholders as part of the Social Assessment process (see Annex 8).  Through workshops, discussion groups and meetings the zoning system and management plan will be further refined and developed.  The plan will aim to achieve an optimal outcome for biodiversity conservation, fisheries replenishment, tourism and other values.  Management controls will include measures for enforcement of existing bans on destructive practices and any other controls deemed necessary to promote sustainable use of resources and ensure protection of important ecological features (baseline data will be provided by the Marine Biodiversity Assessment - see activity 1.4.3).

* Develop Surveillance and Enforcement System - The project will develop a surveillance and enforcement system combining community-based enforcement by island communities and regulatory activities of the Khanh Hoa MPA Authority.  The system will integrate the activities of existing agencies with enforcement responsibilities, including the Department of Fishery Protection, the Marine Police, and the Bird Nest Company (which has a number of guard posts on Hon Mun). The role of local communities will be to advise authorities of rule breaches and they will be equipped with portable telephone links to perform this role.  Some locals will be employed as Wardens.  It is intended that moorings will be installed to allow for proper anchoring of tourist boats at the MPA site. 

1.1.3 Enforce Existing Controls - The project will work with and assist existing authorities (e.g., DOF and the Marine Police) to enforce existing bans on destructive fishing practices and other relevant laws.  The Marine Police will be subcontracted to assist with enforcement.

1.1.4 Finalise and Adopt MPA Management Plan - The draft management plan will be reviewed by stakeholders through a series of consultative workshops with island communities and meetings with government and private-sector interest groups.  The management plan document will be finalised based on the outcomes of the consultation and review process.

1.1.5 Establish Surveillance and Enforcement Infrastructure - The project will fund the establishment of the infrastructure required to implement the MPA Management Plan.  It is expected that this will cover items such as the establishment of a ranger station on Hon Mun and the installation of closed-channel telephone links in island communities.

1.1.6 Prepare Legal Framework - Provincial legal backing is required to give effect to the management plan.  The project will work with the relevant Provincial authorities, the Khanh Hoa MPA Authority and the PPC to develop the required legal framework, to be provided through Provincial Directive from the Khanh Hoa PPC.  This will involve the following steps

* Prepare Proposed Provincial Directive - the Directive will give legal effect to the MPA Authority and MPA management plan, including definition of boundaries, identification of zones and the management controls that apply for each, allocation of specific responsibilities, resourcing and other requirements for management of the MPA.

* Review Proposed Provincial Directive - The proposed Directive will be circulated to all relevant Provincial Departments for review and approval, under a covering letter from the Vice-Chairman of the PPC.

* Pass Provincial Directive - Once approved by all Departments the Directive will be passed by the PPC and become legally effective.

1.1.7 Prepare and Adopt “Charter for Conservation” - The project will prepare a “Charter for Conservation” to be signed by all key stakeholders as a statement of their commitment to the MPA.  The Charter will outline the rights and obligations of all parties, as well as the key management principles of the MPA.

Component 1.2 - AIG Activities

1.2.1 Employ National AIG Specialists - the Country Technical Adviser will appoint two Vietnamese specialists, one in aquaculture and one in ecotourism, to assist the project team in its consultations with island communities and other stakeholders to identify and develop feasible AIG options.
1.2.2 Consult on AIG Options - These consultations with the local community will define the range of options, assess these against the AIG criteria (listed below), and identify local institutions to lead AIG development (e.g., Womens Union). The AIG pilot projects will be closely linked to conservation outcomes (e.g., reduction of extractive pressure on marine resources and elimination of destructive fishing techniques) to promote lasting changes in behaviour and positive results for biodiversity conservation.  Whilst possible AIG activities will be explored with the community, potentially feasible options to be further assessed include (see Annex 8 for further information):

· shellfish farming for pearls and food oysters in partnership with locally-based international companies (firm offers to collaborate received - see Annex 10); 

· seaweed culture (already the subject of detailed research by Vietnamese institutions in the area);

· soft shell crab culture to supply local tourism trade (technology and local markets exist);

· involvement in day-trip tourism to Hon Mun - including involving local islanders in guiding, handicraft production, small shops, restaurant, local hotels and other activities that support the local tourism industry;

· developing overnight stays in fishing villages; and

· development of nature trails between local villages.

1.2.3 Design AIG Pilot Projects - The AIG Specialists and project team will work with local stakeholders to select and design a number (approximately 20) of priority AIG pilot projects to be directly supported under the project, targeted to the seven villages located within the MPA area.  As described above these will be funded through the establishment of a village-based micro-credit system to operate through the Womens Union, based on the Rotating Savings and Credit Association (ROSCA) model.  The AIG projects will be focussed on the target groups of fishermen, women and youth and chosen to have maximum impact in reducing current extractive pressures on the resources and biodiversity of Hon Mun site and maximum chance of success.

In assessing proposals for project assistance the key criteria are: (a) high likelihood of ecological and socioeconomic sustainability; (b) significant contribution to maintenance of the MPA; (c) low risks and operational costs; (d) proven technology; (e) proven financial viability; and (f) access to local markets.  Experience elsewhere in Khanh Hoa has shown that smaller AIG projects are likely to be more viable and less risky than larger investments.  The project will assist the proponents to develop project designs that address the requirements for environmental, social and financial sustainability, including identifying training requirements and developing training programs that address these needs.

1.2.4 Develop Sustainable Financing Strategy - The Country Technical Adviser and National AIG Specialists will collaborate with key stakeholders (Provincial Government, local communities, private sector) to prepare the Sustainable Financing Strategy for the MPA.  This Strategy will feed into the development of the final MPA management plan.

1.2.5 Provide AIG Training - The project will advise communities in the area on how to access existing credit schemes and other possible mechanisms for financing project that are not directly supported by the project.  Initial training activities will be conducted to develop community skills in the AIG areas to be pursued.

Component 1.3 - Capacity Building

1.3.1 Employ Environmental Awareness Specialist - IUCN will appoint an Environmental Awareness Specialist to oversee environmental awareness activities.  The role of the Specialist is to lead the development and implementation of the Environmental Awareness Program and develop the skills of Vietnamese counterparts in the MPA Authority.  The aim will be for these Vietnamese personnel to be capable in effectively running the environmental awareness program by the time the Specialist completes his/her assignment.

1.3.2 Employ National Environmental Awareness Specialist and Assistant - The Country Technical Adviser will select a National Environmental Awareness Specialist and an Assistant to help in the delivery of environmental awareness activities.

1.3.3 Develop Environmental Awareness Program - The project will develop an environmental awareness program that aims to support implementation of the management activities in the MPA by building the understanding and commitment of stakeholders.  Further details of this program, including targets and approaches, are provided in Annex 8 (section 3.5.3).
1.3.4 Implement Environmental Awareness Activities - Environmental awareness activities will commence as soon the program is developed to support MPA planning work undertaken in the SET-UP PHASE.

1.3.5 Establish Visitors Centres - Given the NIO Aquarium’s considerable tourism draw (some 60,000 visitors per year including Nha Trang school children), a Marine Environment Visitor Centre will be located here. A building donated by the NIO will be renovated and refurbished by the project.  The MPA Project Office  also has a small Visitor Information Centre incorporated into its design that will provide information and displays, and act as a service centre to receive questions, suggestions and comments from visitors.
1.3.6 Recruit Training Specialist - The Country Technical Adviser will recruit a Training Specialist to design the MPA training program and materials.  An initial task will be to run ‘train-the-trainers’ courses for personnel from the training institutions based in Nha Trang, so that these personnel can take over the running of courses.  This Specialist will also provide short-term inputs to assist local personnel in the delivery of training courses during the life of the project.

1.3.7 Develop MPA Training Program - Broad training needs for each of the above target groups were identified during project preparation.  The project will develop a systematic training program that defines training methods and develops supporting materials in partnership with the four key institutions based in Nha Trang, each of which is also expected to play a role in the delivery of training.  The content of the training will be developed through adaptation of existing MPA training materials developed by IUCN, the Great Barrier Reef Marine Park Authority, the United Nations Environment Programme and others.  The program will be developed with the long-term aim of establishing a self-reliant MPA administration at Hon Mun.  It will also ensure that the program has wider national benefits through involving people and organisations from other areas of Vietnam.

1.3.8 Improve Existing Training Facilities - Based on an assessment of the needs for delivery of the MPA Training Program the project will establish the facilities necessary to deliver this Program.  The existing training institutions in Nha Trang have at best rudimentary facilities.  These will be improved by provision of the basic equipment required to run courses (e.g., overhead projectors, television, and video).

1.3.9 Conduct Training in MPA Planning and Management Issues - Throughout the duration of the project the Country Technical Adviser and other personnel will provide ad-hoc and on the job training to key personnel and stakeholders on MPA planning and management issues, including zoning, participatory planning processes, tourism and fisheries management.  When the training program is finalised courses will commence, initially following a train-the-trainers approach.  Study tours will be arranged for senior decision-makers and middle-management staff to expose them to other MPA examples from the Asia/Pacific region (1 tour in the SET-UP PHASE and 1 in the IMPLEMENTATION PHASE).

Component 1.4 - Monitoring and Evaluation

1.4.1 Recruit Marine Biodiversity Assessment Specialist - IUCN will appoint a Marine Biodiversity Assessment Specialist to carry out the Marine Biodiversity Assessment, assist in developing a Community-based Monitoring Program and provide advice on biodiversity-related issues in the MPA planning process.

1.4.2 Recruit Local Marine Biodiversity Assessment Team - IUCN will recruit a Local Marine Biodiversity Assessment Team to assist and support the Marine Biodiversity Specialist.  The team will gather existing scientific information on the biodiversity resources of Hon Mun prior to the commencement of the Marine Biodiversity Assessment.

1.4.3 Conduct Marine Biodiversity Assessment - 
* Complete Participatory Resources Appraisal - The Marine Biodiversity Specialist and Country Technical Adviser will oversee the completion of a Participatory Resources Appraisal.  This will involve the development by each village of a simple environmental profile of the coastal environment with locally generated maps covering habitats, other resources, threats and other features.  The purpose is to ensure strong community participation in planning from the earliest possible stage.  A significant body of this information has already been gathered during IUCN’s project preparation work and this will be used as the foundation for the Appraisal.

* Collect Scientific Baseline Data - The Local Marine Biodiversity Assessment Team will gather data on the current status of marine resources at Hon Mun.  The team will fill gaps in available information on marine biophysical features and identify areas of high importance for the conservation of biological diversity and productivity.  Key aspects of biodiversity to be considered include coral reefs, mangroves, seagrasses, coral reef fish and invertebrates.  To the maximum extent practicable the project will adopt methodologies already in use in the Asia/Pacific region.

1.4.4 Design Community-based Monitoring Program - Recognising the limited resources and expertise available, the project will emphasise simple and low-cost monitoring techniques that are capable of being employed by MPA staff working in partnership with local stakeholders and provincial authorities
.  The monitoring program will include regular measurement of environment indicators, usage and compliance monitoring of the behaviour of users of the Hon Mun MPA, and environmental awareness monitoring to assess the attitudes and knowledge of stakeholders.  It will also measure the socioeconomic indicators required to assess the social and economic impacts of the MPA.  The program will be designed to contribute data for the Global Coral Reef Monitoring Network (GCRMN).  Monitoring and environmental impact assessment requirements will also be incorporated within the design of AIG projects developed within the MPA.

1.4.5 Provide Progress Reporting - The Country Technical Adviser will provide regular reports to IUCN and the World Bank.  The Country Technical Adviser will assist the MPA Director in preparing reports for consideration by the Provincial Steering Committee, which is expected to meet on a six-monthly basis.  The Provincial Steering Committee will report to the National Steering Committee, which is to meet annually.  IUCN will arrange for an annual technical evaluation of the project.

1.4.6 Conduct Independent Evaluations - IUCN will work with Danida and the World Bank to arrange for independent evaluations of the project at the end of 18 months.  This will include an independent evaluation against the benchmarks defined in the Logical Framework Analysis, and an audit evaluation of project accounts.

2. IMPLEMENTATION PHASE

(*) subcontractors or personnel continued from phase 1.

Component 2.1 - Participatory Planning and Management

2.1.1 Implement Surveillance and Enforcement - Implementation of the MPA Management Plan will commence with the local community working in partnership with the Khanh Hoa MPA Authority.

2.1.2 Review and Revise Management Plan - In the final year of the project a formal review process, consisting of stakeholder workshops and meetings, will be undertaken to assess progress against management targets, and to conduct a participatory review and revision of the Management Plan.  The review will particularly address post-project sustainability, and consider means by which the communities can continue to support MPA management activities in the long-term.

Component 2.2 - AIG Activities

2.2.1 Employ National AIG Specialists* - The Vietnamese AIG Specialists (aquaculture and ecotourism) will assist communities in the initial implementation of the AIG pilot projects and in providing training.

2.2.2 Deliver AIG Training - The Country Technical Adviser and National AIG Specialists will organise the delivery of training to ensure the proponents of AIG pilot projects to have the skills required for these projects.  Successful completion of the training will be a prerequisite for further assistance.

2.2.3 Implement AIG Pilot Projects - Implementation of the AIG pilot projects will commence once the required training has been completed.  The project, through the AIG Specialists and Country Technical Adviser, will provide ongoing technical advice and assistance to the projects, and monitor their performance against agreed indicators.  Project personnel will also advise communities on the development of other AIG activities that build on the lessons learned through the pilot projects.

2.2.4 Implement Sustainable Financing Strategy - Local communities and the Khanh Hoa MPA Authority will implement the Sustainable Financing Strategy, expected to involve a charge on tourism users of the Hon Mun site.  The Project Team will assist with technical advice.

2.2.5 Review AIG Activities and Sustainable Financing Strategy - In year four a consultancy will be funded to assess the socioeconomic and environmental impact of AIG pilot projects and the impact and success of the Sustainable Financing Strategy. The review will advise the communities on strategies to promote the sustainability of the MPA and further promote private sector linkages, and review and confirm arrangements for long-term financing of management activities.  It will specifically consider the degree to which the project is successful in meeting the costs of management.  The outcomes of the review will assist revision of the MPA Management Plan.

Component 2.3 - Capacity Building

2.3.1 Employ Environmental Awareness Specialist* - The Specialist will continue to provide technical assistance for environmental awareness activities for the first nine months of the IMPLEMENTATION PHASE, at which time hand-over to Vietnamese counterparts will occur.

2.3.2 Employ National Environmental Awareness Specialist and Assistant* - These Vietnamese positions will continue throughout the duration of the project.  They will ensure a full hand-over of responsibilities to personnel of the MPA Authority (including providing on-the-job training activities as required) by the conclusion of the IMPLEMENTATION PHASE.

2.3.3 Implement Environmental Awareness Activities - Environmental awareness activities that commenced in the SET-UP PHASE will continue during the IMPLEMENTATION PHASE.

2.3.4 Employ Training Specialist* - The Specialist will provide short-term inputs to assist in the delivery of training courses under the project.  The Vietnamese Training Coordinator will oversee the delivery of training activities during the IMPLEMENTATION PHASE.

2.3.5 Provide Training in MPA Management Issues - The Training Coordinator will arrange for the delivery of the MPA Training Program, using the training institutions based in Nha Trang.  A total of 5 major courses will be run during the IMPLEMENTATION PHASE, in addition to a number of small and informal activities.  On the job training will continue with Vietnamese personnel working closely with the Project team counterparts.  Study tours and overseas training activities will also continue.

Component 2.4 - Monitoring and Evaluation
2.4.1 Implement Community-based Monitoring Program - The Khanh Hoa MPA Authority will work with local communities to implement the Community-based monitoring program.  This will begin with a confirmation of the results of the initial environmental and socioeconomic assessment.  The Project Team will provide technical advice and assistance as required.  Information from monitoring will be collated and provided to the Provincial Committee for assessing the impacts of the MPAs.

2.4.2 Review Marine Biodiversity Assessment - The Marine Biodiversity Assessment Specialist and Vietnamese Assessment Team will conduct a 2-month review of the initial assessment after three-and-a-half years.  This review will aim to assess any changes from the baseline surveys conducted during the SET-UP PHASE, and assess the impact of management controls on the environmental indicators of the project.  The Specialist will utilise information available from the community-based monitoring program and gather any required additional data.

2.4.3 Provide Progress Reporting - The Country Technical Adviser will provide regular reports to IUCN and the World Bank.  The Country Technical Adviser and National Project Director will assist the MPA Director in preparing reports for consideration by the Provincial Steering Committee, which continues to meet every 6 months.  The National Steering Committee will continue to meet once each year.  IUCN will arrange for an annual technical evaluation of the project.

2.4.4 Hold Wrap-up Workshop - The Country Technical Adviser and National Project Director will organise a national workshop to review and publicise the outcomes of the project at the end of the IMPLEMENTATION PHASE.  A summary report from the workshop will provide case studies and an overview of lessons learned.

2.4.5 Conduct Independent Evaluations - IUCN will work with Danida and the World Bank to arrange for independent evaluations of the project at the end of 4 years.  This will report against the benchmarks defined in the Logical Framework Analysis.  An audit evaluation will also occur.

Sustainability Analysis and Risk Assessment

The following are required to ensure post-Project sustainability of the Hon Mun MPA:  (a) long-term community commitment including a willingness to collaborate on management issues with the MPA Authority and relevant provincial authorities; (b) a firmly established and effective MPA administrative structure; (c) lasting co-operation between the MPA Authority and other provincial departments and the training institutions; and (d) minimal MPA management costs and sufficient revenue to meet these costs post-Project.

Community Commitment

Local community representatives participated actively in the Social Assessment.  Representatives from the MPA communities and other stakeholder groups have expressed strong support.  Annex 7 is a statement of Vin Nguyen Commune village leaders’ endorsement of the project.  Community commitments that demonstrate a willingness to collaborate and participate in MPA management include a call by local fishermen to double the proposed MPA “no fishing zone” and a pledge to assist with management and surveillance activities.

The project is closely targeted towards local needs and will assist communities to develop AIG pilot projects that replace existing unsustainable activities and provide long-term social and economic benefits.  These activities will provide the incentive for communities to support biodiversity conservation measures.  The Project establishes a formal and leading role for the communities in management decision-making through a system of village MPA committees, a local community consultation group, and representation on the Provincial Steering Committee.  The project actively seeks to engage all target groups in management and AIG activities.

MPA Administrative Structure

The project will establish a self-reliant MPA management structure.  The PPC of Khanh Hoa Province fully supports the project, and has designated the Vice-Chairman of the Province as chair of the Provincial Steering Committee.  The Province will appoint an MPA Director and other staff for the MPA Authority and has undertaken to meet the base annual salary costs of these personnel.  The project MOU (Annex 6) outlines the commitments of the PPC and MOF.  The project will develop the capacity and skills required for the unit to become effective, and put in place ongoing capacity building programs.  Through a Sustainable Financing Strategy the MPA will generate the revenue required to meet the ongoing operating costs of the Unit over the long-term.  The PPC has undertaken that this revenue will be held in a trust fund used solely for purposes related to management of the MPA, and appropriate financial governance structures will be put in place.

Cooperation with Government Stakeholders

The project will develop partnerships between the relevant sectoral agencies and training institutions.  The project Steering Committee arrangements ensure a multi-sectoral approach and provide key sectoral interests with a continuing role in the development and operation of the MPA.  Provincial agencies were fully consulted in project preparation and endorsed the project through a government stakeholders' workshop.  The project brings together numerous government agencies in a partnership approach that has rarely been attempted in Vietnam.

Financial Sustainability

The project minimises the costs of management inputs and external funding by building local stakeholder support and utilising local voluntary contributions to supplement work by paid staff.  The MPA Authority and local stakeholders will undertake the enforcement and community-based monitoring programs as a collaborative effort.

Through the Sustainable Financing Strategy the project aims to capture the considerable revenues available from tourism as a key means of financing management at the conclusion of external funding.  Whilst there is government commitment to meet baseline costs (e.g., staff base salaries) additional revenue will be required to sustain management activities and support the MPA over the long-term.  Project preparation has identified a number of options that will be developed as part of preparing this strategy, including a tourism  user fee.

A key issue underlying the importance of sustainable financing is the low levels of remuneration paid to government personnel - a fundamental concern for projects in Vietnam that rely on government-sector inputs.  Average wages for government-paid jobs are very low
 and government employees commonly pursue other activities to supplement their wage.  Typically these involve significant periods of absence from duty.  The project will pay government staff a performance-based supplementary allowance (on top of their government-paid salaries) to provide reasonable remuneration and an incentive for full commitment
.  Within the life of the project (beginning in year 3) external assistance for this allowance will be phased out and completely replaced by funding from the Sustainable Financing Strategy (e.g., revenue generated from tourism charges)
. The Sustainable Financing Strategy will also enable the MPA Authority with the skills to raise other sources of revenue, e.g., through partnerships with the private sector.

Summary of Risks and Responses

Primary risks and responses for the Project are identified below: 

· Stakeholder support for and participation in management activities may decline after Project completion. This eventuality is addressed through the Project’s strong emphasis on community needs and consultation (as demonstrated in the proposal design process and MPA management framework) and the emphasis on developing AIG activities that replace unsustainable practices and clearly link biodiversity outcomes with economic and social gains.

· Cooperative arrangements for MPA planning and management between communities and the MPA Authority may break down.  The Community Consultation Group has direct representation on the Provincial Steering Committee to mitigate this risk.  The project defines specific benchmarks to be achieved prior to funding for implementation, including demonstration that communities and authorities will work together effectively.

· Cooperative arrangements between the relevant government authorities may break down. This risk is addressed by the involvement of a senior provincial decision-maker (Provincial Vice-Chairman) as Chair of the Provincial Steering Committee, and by the representation of key Provincial agencies on this body.  Coordination between the National and Provincial levels is achieved through a National Steering Committee which includes Provincial and National representation.

· There may be inadequate revenue to meet ongoing management costs.  This risk is addressed through minimising the costs of management and through regular review of the success of the Sustainable Financing Strategy.  In addition there is a formal review of project sustainability to be undertaken in year 4.  This will assess the success of the Sustainable Financing Strategy and consider how this aspect might be improved as required.

· Conflicts may arise between stakeholders over the distribution of costs and benefits, for example as a result of AIG opportunities that may benefit some community members more than others.  The Project addresses this risk by targeting AIG’s towards the groups most critical for project success.  It provides training and technical advice to develop the capacity of even the poorest communities to take advantage of opportunities.  The Project includes a Community-based monitoring program to assess and allow adjustment of the socioeconomic impacts.

Stakeholder Involvement and Social Assessment

This project was prepared with an in-detailed Social Assessment and stakeholder involvement, consistent with World Bank and GEF Guidelines.  The Social Assessment was extensive, stretching over a period of eleven months and involving a team of 20 expatriate and Vietnamese experts.  Local communities, especially island communities, were carefully targeted.  The report of the Assessment is attached at Annex 8.  Activities undertaken included:

· preliminary social and environmental assessment of MPA candidate sites during a site selection mission undertaken in March, 1998;

· participatory rural appraisal conducted at the Hon Mun site by an 8-member team between April and September, 1998.  All villages in the area were appraised with more than 50 individual and group PRA interviews and extensive discussions with local and provincial officials and institutions.  A tourism user survey was also completed;

· stakeholder consultation workshop conducted in June, 1998 with local fishermen and village leaders (resulted in endorsement of the project outline);

· technical mission conducted in May, 1998, by an MPA expert from the Queensland Department of Environment in Australia to develop draft management and zoning provisions;

· consultation workshop was held in June, 1998, with Khanh Hoa Provincial officials (endorsed the MPA project outline);

· national workshop on MPA institutional issues held in Hanoi in August, 1998;

· technical and consultative mission conducted in November, 1998, by an expert from the Reef Research Centre in Australia, to develop a proposal for training activities at Hon Mun;

· consultative workshops to review a draft proposal were held in Hanoi and at Hon Mun with local stakeholders during October to January, 1998.  The draft proposal was endorsed by commune village leaders on 16 January, 1999;

· the Vice-Chairman of Khanh Hoa PPC endorsed the draft proposal on 8 February, 1999.

Incremental Costs Assessment

Vietnam’s Biodiversity Action Program (BAP) outlines programs addressing the underlying causes of the deterioration in marine biological diversity  Further activities are underway to develop policies and programs in the marine environmental management sector.  Due to its severe resource constraints the Government is currently implementing a very limited range of activities in this field.  The Vietnamese authorities at National and Provincial levels remain very weak in their capacity to address key environmental issues.

Baseline

The baseline is assumed to comprise the current Government investment in activities related to management at Hon Mun, plus any additional investment the Government might be expected to make in conserving Hon Mun purely in its own domestic interest (that is without considering global environmental benefits), assuming it had available the resources to do so.  The Government of Khanh Hoa Province currently invests approximately US$100,000 per year in activities related to fisheries management, with a further US$90,000 provided by the national Government.  The primary purpose of these resources is to promote fisheries development, especially aquaculture.  It is difficult to estimate the amount specific to activities at Hon Mun but an assumption of about US$10,000 per year (US$40,000 over 4 years) would seem reasonable.

Management of Hon Mun could clearly generate significant domestic benefits, especially from tourism.  The hypothetical cost of operating Hon Mun as an MPA with the primary purpose of sustainable tourism development, not considering global conservation concerns, is estimated at US$60,000 start-up costs plus US$60,000 per year in operating costs (US$300,000 over 4 years).  The total cost of the baseline scenario is thus estimated at US$340,000 over 4 years.  This scenario would address immediate national economic and social priorities, without protection of the important coral reef, mangrove and lagoon ecosystems, and without the incremental benefits to global biodiversity.

GEF Alternative

The GEF alternative will complement the existing baseline through supporting an incremental range of components that will protect critical marine environmental values, including:

· community-led MPA development and management of a large, zoned, multiple-use MPA at a site of high priority site for biological diversity;

· development of AIG options that promote a shift from extractive to non-extractive use;

· community monitoring of biodiversity;

· systems to allocate revenue towards long-term biodiversity protection and management;

· awareness-raising activities to reinforce the economic and social benefits; and

· establishment of coordinated arrangements between the various Government agencies responsible for providing ongoing support and advice to the local community-led management efforts. 

The cost of the GEF alternative is US$2,146,074 of which US$997,447 is requested from the GEF (includes US$25,000 already provided through PDF).  The remaining US$1,148,627 will be contributed by Danida (US$786,575), IUCN (US$77,715)
, the Government of Vietnam (US$133,201), the local communities in the vicinity of Hon Mun (US$94,586) and through the MPA’s sustainable financing strategy (US$56,550).

Budget

The project budget is summarised below.  A detailed budget is provided at Annex 4.

Breakdown of Costs by Budget Component (US$)

	Component
	Total Cost
	GEF
	Danida
	IUCN
	GoV
	Community (in-kind)
	Sustainable Finance

	SET-UP PHASE
	
	
	
	
	
	
	

	1. Participatory Planning and Management
	377,690
	277,340
	30,300
	0
	43,050
	27,000
	0

	2. AIG Activities
	64,500
	12,000
	52,500
	0
	0
	0
	0

	3. Capacity Building
	216,350
	126,850
	89,500
	0
	0
	0
	0

	4. Monitoring and Evaluation
	169,800
	96,600
	47,700
	18,000
	0
	7,500
	0

	Contingencies
	77,917
	30,034
	42,286
	1,054
	2,521
	2,021
	0

	SET-UP PHASE TOTAL
	906,257
	542,824
	262,286
	19,054
	45,571
	36,521
	0

	IMPLEMENTATION PHASE
	
	
	
	
	
	
	

	1. Participatory Planning and Management
	488,800
	248,400
	82,500
	0
	76,900
	45,000
	36,000

	2. AIG Activities
	142,500
	0
	142,500
	0
	0
	0
	0

	3. Capacity Building
	207,200
	54,000
	137,600
	0
	1,200
	0
	14,400

	4. Monitoring and Evaluation
	178,250
	80,500
	61,000
	30,000
	0
	6,750
	0

	Contingencies
	173,067
	46,723
	100,689
	3,661
	9,530
	6,315
	6,150

	IMPLEMENTATION PHASE TOTAL
	1,189,817
	429,623
	524,289
	33,661
	87,630
	58,065
	56,550

	Preparation Expenses
	139,000
	25,000
	
	25,000
	
	
	

	PROJECT TOTAL
	2,146,074
	997,447
	786,575
	77,715
	133,201
	94,586
	56,550


Project Implementation Plan

A detailed project implementation plan is included as Annex 3.  Project institutional arrangements are outlined below.
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The roles and responsibility of the key project institutional structures are as follows:

· each of the seven villages located within the MPA will establish a Village MPA Committee, comprising representatives of the village community (e.g., village leaders, Womens Union, fishermen etc).  The role of this committee is to ensure wide consultation and discussion within the community and provide the focus for the village’s involvement in the MPA on a day-to-day basis.

· the leaders of the seven Village MPA Committees, plus representatives of key stakeholders from the fishing and tourism sectors, will form a Community Consultation Group.  The Group will be consulted by the MPA Authority on major planning and management decisions and issues.  It will provide a forum for discussions between the main stakeholder groups.  The Group will also report independently to the Provincial Steering Committee (its Chair and Deputy-Chair will be members of that Committee).

· the Khanh Hoa MPA Authority will be created within the Khanh Hoa Provincial Government to assume responsibility for management of the MPA.  It will initially comprise a Director, Training Coordinator, 3 x Senior Wardens,  7 Wardens and support personnel (the long-term staffing needs will be re-assessed during the life of the project).

· the Provincial Steering Committee will be chaired by the Vice-Chairman of Khanh Hoa PPC and will comprise representatives of the sectoral government agencies with key responsibilities (DOF, DOSTE, DOT, and DOTransport), two representatives from the Community Consultation Group, RIMP, and IUCN.  The role of this Committee is to set broad policy for the MPA, monitor the performance of the MPA Authority, and to ensure coordination between the relevant Provincial government agencies.

· the National Steering Committee will be chaired by MOF and will include representatives of other key national agencies (Ministry of Planning and Investment, MOSTE), the Chair of the Provincial Steering Committee, National Project Director, MPA Director, RIMP, IUCN, the World Bank and Danida.  The role of this Steering Committee is to ensure coordination at the national level.

· the IUCN Project Team will be based in Nha Trang (co-located with the Khanh Hoa MPA Authority).  Headed by an internationally recruited Country Technical Adviser, the Project Team will be responsible for supervision and conduct of all project activities in the field.  Its aim will be to build, advise and support the Khanh Hoa MPA Authority so that this Unit becomes capable of effectively managing the MPA by the completion of the project (4 years).

· IUCN, as Executing Agency, will be contracted to the World Bank to implement the project.  The project will be executed through the IUCN Vietnam Country Office based in Hanoi.

· Danida, as the Cofunding Agency, will assist with oversight of the project through its embassy in Hanoi.

· the World Bank, as GEF Implementing Agency, will oversee implementation of the project through its Vietnam Country Office based in Hanoi.

Public Involvement Plan

Stakeholder Identification

Project preparation identified the primary stakeholders as the MPA island communities of Vinh Nguyen commune.  Social Assessment revealed that within this group, the islands’ poorest villages and households constitute the main unsustainable fishers in the MPA, and as such they will be the priority targets for project activities and inputs.  Other stakeholders include:

· Private sector businesses who utilise the Hon Mun site, especially tourism operators and aquaculture ventures;

· Provincial Government agencies with sectoral responsibilities relevant to the MPA, including DOF, DOSTE, DOT, DOTransport;

· Training and research institutes based at Nha Trang (NIO, Fisheries University etc);

· The People’s Committee of Khanh Hoa Province which has overall responsibility for the MPA;

· National level counterpart agencies including MOF, RIMP and MOSTE; and

· The international community that benefits from protection of critical biodiversity values at Hon Mun.

International partners in the project include the World Bank as the GEF implementing agency, IUCN and DANIDA, and other international NGOs such as WWF and Wetlands International. 

Information Dissemination and Consultation

Project implementing arrangements provide the mechanisms for regular communication and information dissemination with key stakeholders.  The National Steering Committee includes representatives of key national government agencies, and will be responsible for wider consultation with other central government organisations.  The Provincial Steering Committee is responsible for Provincial-level oversight and coordination and includes Provincial Government and local community representatives.
The local community will be engaged and consulted through MPA Committees established in each village with the responsibility of providing for broad community participation in the project.  Each Committee will provide one representative for a Community Consultation Group that is the mechanism through which villages come together to discuss and reach consensus decisions on the MPA.  This Community Consultation Group has a formal advisory role to the MPA Authority, and also reports directly to the Provincial Steering Committee.

Communities in Vietnam are managed through standard, government-authorised organisations such as the village leaders, village People’s Committees, and the powerful associations of the Woman's Union and Youth Union. The involvement of these groups throughout the preparation process fostered a high level of support and consensus for the Project.  Project implementation will continue to engage them as a primary vehicle for information dissemination and consultation.
Social and Participation Issues

The Social Assessment process highlighted critical social and participatory issues. These issues, and how the Project will address them, are listed below:

· The immediate protection of MPA biodiversity through a portion of the MPA being declared a “no fishing zone” will result in short-term loss of income for several households who fish the Hon Mun site.  The communities fully endorse this approach, however, AIG opportunities will need to be identified and established quickly in order to retain this support. AIGs will provide the immediate incentive and means for the communities to participate in conservation activities.  Over the long-term, the project aims to offset such losses through employment alternatives and through possible higher fishing catches outside no-fishing core zones (resulting from potentially increased productivity within the core zones).
· A “sense of ownership” among island communities is lacking.  The project will empower the MPA Authority and local communities to effectively enforce fishing regulations, especially the existing bans on unsustainable fishing practices.
· The lack of opportunities for women. This group, currently under-employed and under-educated, will be targeted by specific interventions designed to increase their access to training and long-term employment opportunities.

· The relative wealth of families and villages varies, as does their capacity to develop AIG opportunities.  The project will assist communities to identify AIG options and target the poorest communities and households in developing AIG pilot projects.

· The MPA Authority must be accountable to the communities.  Local community representatives will be included on the Provincial Steering Committee and the Community Consultation Group has a formal management advisory role.
Monitoring and Evaluation Plan

Environmental and socioeconomic (baseline) monitoring will be carried out at the start of the project.  Project performance will be monitored at several different levels consistent with the indicators and benchmarks defined in the Logical Framework Analysis. There will be evaluation missions at the end of Phases 1 and 2 to report independently to IUCN, the World Bank and Danida on progress with project implementation against the defined indicators and benchmarks.  The World Bank will be responsible for oversight of IUCN and ensuring and consistency with the Project Document and terms-of-reference.
At the local level the Khanh Hoa MPA Authority, working in partnership with village communities, will oversee enforcement, monitoring and review of the MPA management plan.  Community-based coral reef monitoring activities will provide baseline and ongoing information to assess the status of reef-related resources.

Performance of the MPA Authority will be monitored and evaluated through the Project Coordinating Committee, which is responsible for overseeing implementation of the MPA Management Plan.

There will be a major review of the success of AIG projects and of the Sustainable Financing Strategy in year 4 of the Project.  This will feed into a process for review and revision of the MPA management plan.
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STAP Review of 

VIETNAM MARINE PROTECTED AREA PILOT PROJECT

 by

Clive Wilkinson

Australian Institute of Marine Science
SUMMARY

A review made in 2 days of a project that has undergone many months of gestation cannot do full justice to the effort already applied.  However, it is evident that considerable thought and effort has gone into discussions in Vietnam, with other donors, and in the preparation of this proposal.

I would like to recommend that this project get funding to complement the considerable co-financing offered by DANIDA, IUCN and the Government and people of Vietnam.  My comments on the document are relatively minor.

The proposal has a sound balance of:

· the science of biodiversity and habitat assessment and monitoring;

· capacity building for both the development of a functional MPA and for involving the local community;

· strong and direct involvement of the local community in the planning and management of the area including all the protected parts;

· strong schemes to supplement the incomes of the local users (e.g. fishermen) and the community to reduce the ongoing over-exploitation and compensate for losses that must follow if some areas are declared off limits;

· strong efforts to include women in the process of environmental management and community development;

· strong efforts to engender a sense of ownership amongst all stakeholders.

If this proposal is successful, and current indications indicate that it has all the elements in place for success, it will be a model for other such activities in many parts of the world.

Recommendations: Therefore I wish to recommend funding with only a few relatively minor suggestions, summarised within an edited framework of the original proposal.

Moreover, acceptance of the Recommendations and Suggestions I have made for the proposal should not be used as a pre-condition for funding.  These are but recommendations and suggestions made by one person, whereas many people have formulated the proposal over many months.  

Reservation: One reservation I have: will the national Government of Vietnam willingly devolve authority of this area and the potential money generation from tourism to the regional and local authority, and the communities on the islands?  The proposers have done everything possible to ensure this in prior planning, but this is something that has to be followed and evidence of devolution of some authority should be a criterion for funding of the later stages of the project.  For this, it may be possible to learn from another ASEAN member, the Philippines, which encourages local authorities (barangays) to manage resources in their areas.

Project Rationale and Objectives

This, combined with the Annexes 8 and 9, provide a strong justification for the proposal and clearly indicate that it targets one of GEF's target areas - global biodiversity. 

There are not many reefs in southeast Asia with healthy coral populations, and very few reefs that still have large breeding populations of species of strong commercial interest e.g. lobster, grouper, humphead wrasse and other target fishes, as well as giant clams, edible holothurians and trochus.  This area could serve as a powerful source of larvae to replenish reefs to the north and south along the coast of Vietnam and into Cambodia (due to the reversing monsoons) and possibly further afield for long lived larvae. This is where another component - International Waters comes into play.

The goal of the project and the activities proposed activities to improve livelihoods and effectively protect and sustainably manage the marine biodiversity closely match (unlike other projects I have seen).

Current Situation

Environmental Context

The coral reefs are obviously the major coastal resource in the area (in addition to mangroves and seagrasses), but it would be informative to know whether the status of the corals has changed following the massive coral bleaching that hit this area in late 1998.  This will not affect the need for this project, only introduce another complicating factor – e.g. is there sufficient new larval recruitment into the reefs to ensure natural recovery? 

Coral larval settlement and recruitment: It is not suggested that this be added to the project, but consideration should be given to adding a small-scale research project to measure coral larval settlement and recruitment.  This is a major component of the CORDIO project in the Indian Ocean, and collaboration could be examined with either Sida or other partners. Likewise the 5 countries which participated in the ASEAN-Australia Living Coastal Resources project have to capacity to measure recruitment, especially the Marine Science Institute of the University of the Philippines.  If recruitment is low, consideration may be given to rehabilitation of the reefs by transplanting bleaching resistant corals.

Suggestion: Seek other partners to establish a small research project out of NIO to assess the rate of new coral recruitment into the Hon Mun reefs. 

Zoned, multiple-use marine protected area:  Care should be exercised in trying to implement too many zones in this rather small area.  It may be preferable to have 2 or 3 zones (rather than 4) in the interest of simplicity and ease of enforcement, than attempt to achieve the ideal. I can foresee confusion amongst the users with the proposed 4 zones. 

Recommendation: Consideration should be given to reducing the number of zones initially to make it easier for local compliance.  More zones can be added later when the MPA zoning concept is well accepted. 

Grow out fisheries:  Currently the harvesting of  target juvenile fishes appears to be depleting stocks on the reefs.  Cage culture technology should be encouraged, but instead it should employ novel techniques to obtain juveniles.  Several methods are either successful elsewhere or being examined.  Robert Johannes has advocated a method of temporary rock reefs to assemble grouper larvae.  This has been successful in some areas.  Other techniques employ traps on reef flats or tight traps to collect larvae.  These techniques would provide larvae of both edible species and those for aquaria.

Recommendation: Information on more sustainable methods to collect fish larvae should be assembled and provided to the local fishermen.

Explosives and cyanide use:  This problem is common throughout Asia and some communities have learned to control the use through peer pressure.  Probably the best examples to learn from are in the Philippines, where there have often been large numbers of fishermen who use destructive measures. Here it appears to be relatively few.

Recommendation:  A relatively cheap addition would be to take community leaders in this project on a study tour of successful sites in the Philippines (Bolinao, Apo island etc.) to experience control measures from the local fishermen.

Tourism and Biodiversity: The suggestion to use tourism and aquaculture to protect biodiversity at Hon Mun is welcomed.  These are probably the best alternative income generators that can be implemented to reduce ecosystem damage.

Socioeconomic Context

Tourism User Pays:  This is also welcomed, with the prospect that international tourists pay a fee over the US$1-2 each visit suggested in the IUCN survey.  The Vietnamese should certainly be provided with a large discount on this amount. The suggestion later in the proposal that 10% be allocated for AIG activities should be re-examined as this figure appears to be on the low side.  Many of the locals will lose money when parts of the MPA are declared off limits to fishing and it has been shown that it takes at least 5 years before fish populations in the closed areas increase to a sufficient extent to increase fish catches in adjacent areas.  Therefore AIG subsidies should be expanded in these 5 years to compensate for the losses and encourage compliance with zoning regulations.

Presumably the remainder of the user fees will be allocated for MPA management.  This would probably be a first in the world (except for the Netherlands Antilles) and should be encouraged, as it will encourage the locals to conserve the area.

Suggestion: That the allocation of 10%  of the user fees be increased within the first 5 years as compensation.

Women’s Union:  Focussing on this mechanism is particularly welcome and should be a successful feature of this project.  Increased focus on involving children will be a wise investment for the future and increased involvement of school teachers and schools in the project should be encouraged.  Monitoring projects are a relatively easy way of driving home conservation messages e.g. surveys of litter and tar balls on beaches; simple monitoring projects on the reefs and in mangroves; simple economic and catch studies of fish brought into local markets or landed at local beaches and jetties. 

Institutional Context

Devolving Responsibility to Provincial Level:  This is possibly the most difficult aspect of the project.  The Vietnamese Government has been centralised and not willing in the past to devolve ownership of marine resources to the Provincial level.  If this policy can be reversed with State responsibility passing directly to the Provincial People's Committee (PPC), the project will be an outstanding success.  The proposal writers have spent considerable time and energy in attempting to negotiate this with all levels of government and the community.  

Harmonising laws between the different levels of government will also be a major feature.  This should be encouraged for all of Vietnam, but not in a project at this scale.  However, models of legal harmonisation and simplification between the National and Provincial arms of government in this project will be powerful tools for the conservation of natural resources.  

Suggestion: The only suggestion I can make is to ensure that progress in legal harmonisation be a key criterion for measuring success of the Initiation Phase of the project. But this should not be a ‘veto’ criterion, as legal procedures are enormously slow.

Establishment MPA Authority:  This is an essential component and one that will serve as a model for other parts of the country, and possibly the region. The proponents have included all stakeholders in the process.   It will be essential that National and Provincial governments encourage local involvement, as a heavy bureaucratic hand early in the process could prove particularly damaging to long term success.  Community involvement and satisfaction with the planning and negotiation should be important criteria for review of the first phase and indicated to government authorities.

Expected Project Outcomes and Activities

Component 1 - Participatory Planning and Management

The activities and outcomes all look sound and well considered.  There is strong reliance in employing Vietnamese and in using their expertise to develop the planning and implement the management.

A few  minor comments: “It is intended that moorings will be installed to allow for proper anchoring of tourist boats at the MPA site”. This should be more than an intention.  There are powerful conservation values in using moorings (prevention of anchor damage) and even more powerful in awareness raising.  This is something that everybody can see – something is being done to protect the reef. 

Recommendation:  Establishing moorings should be more than a suggested activity.

Enforce Existing Controls: Difficulties have been experienced in small communities when those enforcing MPA regulations and the offenders come from the same village.  This is difficult to circumvent, but will be assisted if the whole community is involved and peer pressure becomes a more powerful control measure than villagers penalising other villagers.  Enforcement of tourist and visitor activity is far easier.

Prepare Legal Framework – Obtaining National and Provincial legal backing are essential features of the proposal and these should be key criteria in assessing success of both Preliminary and Implementation Phases as suggested above.

Component 2 - AIG Activities

A lack of this is the type of activity is the reason that many projects fail.  Close collaboration with the DANIDA project has been included and this should be regarded as an integral part of the project (as the documentation attests) and not another project running in parallel, subject to vagaries of funding.  

Many AIG activities have been suggested.  A few others to consider: providing funds to fishermen to convert their boats to carry tourists; training these people as tourist guides; training a few as snorkeling and scuba instructors; employing some to maintain and police the use of mooring buoys etc.  

“Each AIG activity to be funded would require approval by the MPA Authority” and “Adoption of commercially viable AIG activities that promote the MPA goals ….”  Care should be adopted in formulating regulations on AIG activities that are not too restrictive or prolong decision making. A streamlined mechanism should be developed with strong community involvement, with built in decision making timeframes.  Likewise the definition of ‘commercially viable’ should be decided by the community, and not imposed from outside based on strict monetary values.  It the activity results in one more person ceasing destructive activities in the area, then that is a criterion for success.

More AIG money may be needed in the early years to demonstrate to the users that there are alternatives to destructive and over-exploitative activities (see above). 

Component 3 - Capacity Building

A key component of the project and clearly formulated. There are potential liaisons that can be developed between the proposed training facility and others in the region.  The Government of Japan is building two centres that they anticipate will be resources for the region: Ishigaki Island, Southern Ryukus and in Palau.  Singapore is likewise developing regional training institutes.  There are potential benefits to be gained from sharing experiences and resources (trainers) between these and other units in ASEAN. 

“Environmental awareness … among ….school children and their teachers.”  This should be encouraged to the maximum extent, both because to the chance to influence future decision makers, and the powerful messages that children can carry home to their parents.

Component 4 - Monitoring and Evaluation

The goal of the GEF is to conserve valuable components of the world’s biodiversity.  In the sea, this is best achieved by conserving large areas of habitat.  Therefore the monitoring and evaluation components should focus on assessing overall ecosystem health, rather than any focus on all biodiversity or specific components.  An error many scientific assessments make is attempting to measure detail of the biodiversity – how many species, species diversity, presence or absence of rare or endangered species etc.  These measures are of little value in management.  What management require are widespread indicators that management actions are effective e.g. that the % coral cover is increasing; that there is a lower ratio of dead to live standing coral; that fish populations are larger and composed of larger individuals, especially target species.

“A community-based monitoring program will involve local stakeholders in the collection of information.”  This is to be encouraged to a maximal extent. Monitoring by communities provide both data and more importantly a raised awareness about the health of ecosystem and the stresses.  The Reef Check programme has been adopted as a global standard for volunteers and communities. The Global Coral Reef Monitoring Network will assist with this approach and would also suggest that NIO in Nha Trang become the GCRMN Coordinator for Vietnam.  As an extension of this project, the NIO could conduct monitoring training and assessments for other regions of Vietnam. 

The GCRMN will ask all countries to prepare biannual Status of Coral Reef Reports and it is requested that key personnel on this project assist other regions of Vietnam in the completion of monitoring and compilation of data to produce national reports.

It is noted that “IUCN will appoint a Marine Biodiversity Assessment Specialist to carry out the Marine Biodiversity Assessment” for 5 months in the initial phases and 2 months after that.   A question arises – is this the best way of achieving sustainability in the long run?  There are many very competent young people in Asia who could undertake this task at a far cheaper cost than the budget figure.  Moreover there are many young Vietnamese who could be appointed with this money and given extensive training in-country and outside to monitor reefs and mangroves etc.  There are several experienced groups in ASEAN and in the immediate region who could host young trainees within monitoring teams to learn the techniques and discipline necessary to conduct these monitoring exercises.

Another strategy for achieving this goal would be to conduct a series of training workshops (basic and advanced level) for Vietnam in the Hon Mun area and use each to perform detailed monitoring exercises until the local capacity and discipline is developed.  ASEAN level workshops would achieve the same results.

Recommendation:  Re-examine expenditure on marine biodiversity assessment to determine whether savings can be made on salaries and transferred to building more capacity by training more Vietnamese. 

Suggestion:  That this project, in conjunction with the NIO of Vietnam, become the national focal point for coral reef monitoring in Vietnam using the logistic, personnel and some of the financial resources from the GEF project to assist other regions and compile national state of the reef reports.  It is conceivable that the Government of Japan may assist with funding and coordinating such a component.

Community-based monitoring is seen as an essential component. This can be enhanced by encouraging the community, especially the schools, to hold coral reef, mangrove etc. festival days with monitoring as a component along with clean-up operations and competitions around environmental cultural and artistic themes.

Sustainability Analysis and Risk Assessment

The proposers have examined these areas extensively and formulated a proposal that is as complete as possible.  There is no guarantee of success and no way of eliminating all risks in working in a poor developing country with little experience in such activities. I can see no other actions that could be proposed to circumvent potential problems or make the project sustainable, other than a few minor suggestions above.

Financial Sustainability

This recognises a key failing of many projects.  A strong emphasis is often put on training, but projects frequently do not provide any money or sufficient money to employ people to do the job.  Here there is clear recognition that remuneration paid to government personnel is inadequate to expect them to undertake the job at the exclusion of other activities.  Therefore the suggestion of a performance-based supplementary allowance is endorsed, and hopefully this will encourage the most talented and motivated to take on these jobs.

Incremental Costs Assessment

It is clear that without funding from the GEF, this project which has the goal of conserving these valuable coastal resources would not be undertaken by Vietnam to the extent that it could be successful in the immediate term.  

The particular value of this project is that it will serve as a demonstration site for the region – that will probably prove more valuable than the conservation of a significant area of coastal resources. 

Budget

The project budget is particularly detailed and appears sound and well justified.  A good feature is that DANIDA will provide a significant component.  One presumes that if GEF funds its share, then the other components will be forthcoming.

Public Involvement Plan

Stakeholder Identification

A very careful process has been followed to identify the stakeholders and the list looks complete.

Information Dissemination and Consultation

The only component missing is the actual format for dissemination of information and the related process of public communication and education.  There exists, however, sufficient expertise both in the project managers and the people proposed to undertake activities to delineate what technical mechanisms will prove as the best to convey information e.g. printed word, video and television, radio, public lectures, school materials etc. 
Social and Participation Issues

The declaration of no fishing zones will result in losses of income for probably more than ‘several households’ for periods up to 5 years and maybe more. Therefore careful consideration should be given to including these families in the AIG schemes so that they benefit from the MPA and do not become a focus for discontent.  

Hopefully this project will demonstrate the value in providing island communities with a “sense of ownership”; a feature often forgotten in top down strategies to conserve natural resources.

It will be imperative to ensure that the allocation of money for AIG and jobs within the project be as transparent as possible.  In all human communities, a system of patronage develops and an overt application of this will result in dissent and reduced compliance among community members. Hopefully political affiliation will not play a major role in the allocation of resources.  

Monitoring and Evaluation Plan

Care has been taken to ensure that adequate reporting and performance evaluation is conducted in the project.  Presumably this will not impede effective operation; it can be quite frustrating if considerable time in evaluation impedes actual operations.  This does not appear to be the case here.

� Vietnam’s national MPA systems plan is currently being developed with assistance from the Asian Development Bank.


� Assessment criteria (environmental and socioeconomic) used in the field assessment were the same as used in preparing the Report “A Global Representative System of MPAs” - those defined in the IUCN “Guidelines for Establishing MPAs” (IUCN 1992).


� Funding for this component is provided under the DANIDA cofinancing contribution.


� In micro-credit projects in Saigon (also operated through the Womens’ Union) the loan repayment rates are 94-97%.  Frienship Bridge is also active in Khanh Hoa Province.


� Two existing and successful international companies based at Nha Trang have confirmed their interest to collaborate with island communities and the project on the propagation and grow-out of pearl and food oysters.  Guidelines for developing such partnerships would be developed in cooperation with the appropriate national and provincial authorities.  Such private sector companies would need the appropriate legal licenses to operate in Vietnam.


� The project will work in partnership with the Provincial Department of Science, Technology and the Environment (DOSTE) which has legal responsibility for environmental impact assessment.


� Currently approximately 100,000 tourists (comprising 60,000 Vietnamese and 40,000 foreigners) visit the Hon Mun site every year.  A fee of between US$1-2 could yield more than US$100,000 towards the costs of maintaining the MPA.  A survey completed by IUCN as part of project preparation revealed a high willingness on the part of tourists to pay at these levels (e.g., up to US$1 for Vietnamese and US$2 for foreigners).


� Approximately US$30-60 per month.


� The allowance would only be paid for time actually spent working on the project.


� External assistance for the supplementary allowance will be 100% in years 1 and 2, 50% in year 3, and 0% in year 4.


� includes US$25,000 provided by IUCN to project preparation





