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A. Basic Information

M esoamerican Barrier

Country: Central America Project Name: Reef System (GEF)
Project ID: P053349 L/C/TF Number(s): MULT-27739
ICR Date: 12/28/2007 ICR Type: CorelICR
CENTRAL
AMERICAN
, _ , COMMISSION ON
Lending Instrument:  |SIL Borrower: ENVIRONMENT
AND
DEVELOPMENT
Original Tota USD 11.0M Disbursed Amount:  USD 10.8M
Commitment:
Environmental Category: B Global Focal Area: B
Implementing Agencies:
CCAD
Co-financiersand Other External Partners:
B. Key Dates
- Revised / Actual
Process Date Process Original Date Date(s)
Concept Review: 03/11/1999  Effectiveness: 11/15/2001 11/30/2001
Appraisal: 12/11/2000  |Restructuring(s):
Approval: 05/22/2001  |Mid-term Review: 03/09/2004
Closing: 06/30/2006 06/30/2007
C. Ratings Summary
C.1 Performance Rating by ICR
Outcomes: Satisfactory
Risk to Global Environment Outcome Moderate
Bank Performance: Satisfactory
Borrower Performance: Satisfactory
C.2 Detailed Ratings of Bank and Borrower Performance
Bank Ratings Borrower Ratings
Quiality at Entry: Satisfactory Government: Moderately Satisfactory
. . . Implementing .
Quality of Supervision: Satisfactory Agency/Agencies: Satisfactory
Overall Bank_ Satisfactory Overall Borrgwer Satisfactory
Performance: Performance:



C.3 Quality at Entry and I mplementation Performance Indicators

I mplementation
Performance

Potential Problem Project

at any time (Y es/No):

Problem Project at any

time (Yes/No):
GEO rating before

Closing/Inactive status

Indicators
No
No

Satisfactory

D. Sector and Theme Codes

Sector Code (as % of total Bank financing)

Animal production

Central government administration
General agriculture, fishing, and forestry sector

Genera education sector

Other industry

Theme Code (Primary/Secondary)

Biodiversity

Environmental policies and ingtitutions
Export development and competitiveness
Water resource management

E. Bank Staff
Positions
Vice President:
Country Director:
Sector Manager:
Project Team Leader:
ICR Team Leader:
ICR Primary Author:

At ICR
Pamela Cox
Jane Armitage
LauraTlaiye
Marea Eleni Hatziolos
Marea Eleni Hatziolos
Gunars H. Platais

QAG Assessments
(if any)
Quality at Entry

Supervision (QSA):

Rating
None
None
Original Actual
8 8
21 21
50 50
13 13
8 8
Primary Primary
Primary Primary
Primary Secondary
Primary Secondary
At Approval

David de Ferranti

D-M Dowsett-Coirolo
John Redwood

Marea Eleni Hatziolos



F. Results Framework Analysis
Global Environment Objectives (GEO) and Key Indicators (as approved)

The global objective of the project isto enhance protection of the ecologically unique and
vulnerable marine ecosystems comprising the Mesoamerican Barrier Reef System
(MBRS), by assisting the littoral states to strengthen and coordinate national policies,
regulations, and institutional arrangements for the conservation and sustainable use of
this global public good.

The global Development Objective (DO) has the following component DOs:

DO1: Ecoregiona approach to MBRS Marine Protected Area (MPA) management
incorporated into conservation planning.

DO2: Steps initiated toward regional harmonization of policies and legislation.

DO3: Forum for regional cooperation at technical and policy levels operational .

DO4: Biological representation and ecological interconnectivity maintained in coastal
and marine ecosystems throughout MBRS.

Revised Global Environmental Objectives (as approved by original approving
authority) and Key Indicators and Reasons/Justifications

(&) GEO Indicator(s)

Original Target Formally Actual Value

| ndicator Basdine Value Values (from Revised Ach|eve_3d at
approval Target Completion or
documents) Values Target Years

Steps toward harmonization of relevant policies and legislation regarding MPA
Indicator 1:  Management in transboundary areas, sustainable fisheries, sustainable tourism,
etc., initiated in al countries.
Belize, Guatemal a,
and Honduras have
adopted, at
ministerial level, a

No harmonization in Policies on the use .

Value - policies regarding use of of shared MBRS common policy
(Quantitative or chared framework for use of
ualitative) ared M BRS. FESOUrCes - resoLrces shared resourcesin

q at start of project. harmonized.
these sectors.
A bilateral agreement
between Belize and
Mexico is pending.
Date achieved 11/30/2001 09/05/2005 06/29/2007
Comments
(incl. %

achievement)



Indicator 2; planning,

. A fully

Paper parks established .
Vaue without management L?\:Ve;ﬁ?tg'&ep A
(Quantitative or plans or trained .

ualitative) ersonnel. Enforcement estab! : sh_ed gnd

q P odi ’ functioning in the

Sporadic. MBRS ecoregion.
Date achieved 11/30/2001 12/28/2006
Comments
(incl. %
achievement)

Ecoregional approach to MBRS MPA management incorporated into conservation

MPA master
management plans or
operations plans
drafted or updated for
17 representative
MPAs. MPA
management
effectiveness tracking
tool in use at each
site; ecological and
management
baselines established.

12/30/2005

Renewed commitment to conservation and sustainable use of the MBRS, as agreed
Indicator 3:  tointhe Tulum Declaration signed in 1997, demonstrated at the highest levels as

indicator of sustainability.
Heads of State of four
MBRS countries sign the
Tulum Declaration,
outlining their
commitment to jointly

val uet't i conserve and manage the

(ngn itative or MBRS and its resources

qualitative) f
or current and future
generations, and
commission the
preparation of an Action
Plan.

Date achieved 06/05/1997

Comments

(incl. %

achievement)

Indicator 4:  Increased awareness of value of MBRS by general public.

The MBRS's

Little appreciation among importance as an

Vaue genera public of value of economic, natural,
(Quantl_tatlve Or IBRS as aworld-class ano! cultura
qualitative) resoUrce regional resource
' iswidely

recognized.
Date achieved 11/30/2001 06/30/2007
Comments
(incl. %
achievement)

The four countries
signed the Tulum+8
Declaration in which
they reaffirmed their
commitment. A
revised Action Plan
was prepared and
endorsed by the four
Ministers of
Environment for
future actions.

07/10/2006

The MBRS is now
widely recognized as
aworld-class
resource in part due
to theinclusion in the
school curriculum of
material emphasizing
its importance; media
spots and other
MBRS publicity.
06/30/2007



(b) Intermediate Outcome I ndicator (s)

Original Target Formally Actual Value

I ndicator Baseline Value el ueféigl)m Revised CAor%hlﬁe/t?gnaI)r
app Target Values P

documents) Target Years

Three of four MBRS countries have agreed to harmonize policies at national
Indicator 1.  level consistent with common policy framework adopted at a ministeria

conference (Dec 04).
(a) Severa
regulations enacted
Ministers of Fisheries, by ministerial
Environment, and Commitment to decree, but not all
Tourism of Belize, harmonize relevant ratified; (b)
Value C_Suatemala, and Hor_lduras policies across Fishermen’g
(Quantitative or signed common pqllcy four MBRS Congr(_ass with 4
ualitative) framework governing countries countries
9 closed seasons for embedded in represented actively
fisheries, MPA legally binding promoted
management, dive instruments. harmonization; (c)
tourism, etc. Draft Regional
Cruise Ship policy
prepared.
Date achieved 05/22/2001 06/30/2006 06/30/2007

Harmonization of policiesis especially important for the transboundary areas. As
Comments aresult, an agreement was signed for the Southern transboundary area between
(incl. % Belize, Guatemala, and Honduras. Negotiations between Belize and Mexico for a
achievement) bilateral agreement in the northern transboundary area have stalled indefinitely,
possibly due to federal/state jurisdictiona issuesin the area
Marine Protected Area managers using tracking tool to monitor management

Indicator 2: effectiveness regularly and reporting on progress.
Tracking tool .
introduced to all QnBl\?lie,lAl he Report
No MPAsusing any MPAs in the management
Value kinds of assessment of  MBRS region and ag
I ) effectiveness, based
(Quantitative or management inuse by MPA .
_— > on Tracking Taool
qualitative) effectiveness tool at managers to assess ind ed
outset of project. management Indlicators, prepar
- for 20 MPAs and
effectiveness over
ime. posted on the web.
Date achieved 11/30/2001 06/30/2007 06/30/2007
Comments
(incl. %
achievement)

Heads of State of all four MBRS countries reaffirmed their commitment to the
Indicator 3:  Tulum+8 Declaration in asummit in July 2006 where they signed a new
declaration to protect the MBRS and coordinate efforts for its sustainable use.

Vaue No new joint declaration Renewed The Tulum+8
(Quantitative or by all four Heads of State commitment made Declaration was
qualitative) to demonstrate ongoing by Heads of State signed in July 2006.

\



commitment to protect  to objectives of

MBRS since origina Tulum+8
Tulum+8 Declaration Declaration and
signed in June 1997. Updated MBRS
Regional Action
Plan endorsed to
address gaps and
new threats.
Date achieved 11/30/2001 06/30/2007 06/30/2007
ggg”g/eo”ts This demonstrates sustained politi cal support at hi ghe;t _Ievel_s for transboundary
achiévement) ecosystem management, transcending changes in administration.

G. Ratings of Project Performance in | mplementation Status Reports (I SRs)

Z

N =
AwN RO

H. Restructuring (if any)

Date | SR
Archived

06/28/2001
12/26/2001
05/13/2002
08/19/2002
02/27/2003
06/24/2003
12/22/2003
06/21/2004
12/16/2004
04/30/2005
02/28/2006
11/20/2006
06/20/2007
12/09/2007

Not Applicable

GEO

Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory

Vi

I mplementation

Progress

Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory
Satisfactory

Actual

Disbursements
(USD millions)

0.00
1.06
1.09
1.62
2.12
2.74
4.46
5.22
6.32
7.33
8.56
9.79
10.65
10.83
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1. Project Context, Global Environment Objectives, and Design
1.1 Context at Appraisal

The Mesoamerican Barrier Reef System (MBRS), which extends from the north of the
Y ucatan Peninsula to the Bay Islands of Honduras, represents the longest barrier reef system
in the Western Hemisphere. This highly diverse and complex ecosystem contributes to the
stabilization and protection of coastal landscapes, helps maintain coastal water quality, and
serves as breeding and feeding grounds for marine mammals, reptiles, fish, and invertebrates,
many of which are commercially important. The MBRS is also of immense socioeconomic
significance, providing employment and a source of income for an estimated 1 million people
living in the adjacent coastal areas. Associated with the coral reefs of the MBRS are
extensive areas of relatively intact coastal wetlands, lagoons, seagrass beds, and mangrove
forests that sustain exceptionally high biodiversity and provide critical habitat for threatened
species. Complementing this rich array of species and habitats are extensive Mayan ruins,
dating back to the 12" century. The outstanding ecological and cultural significance of the
MBRS has resulted in the establishment of numerous national parks and reserves, with
several of these being designated World Heritage Sites. In the last 25 years, tourism
development oriented around the MBRS, especially cruise ship and diving operations, has
dramatically increased foreign exchange contributions to the gross national product of the
four littoral nations, Belize, Guatemala, Honduras, and Mexico.

Despite the outstanding ecological and cultural amenities of this world-class destination,
there were signs of declining reef health in the mid-to-late 1990s. A threat and root cause
analysis (TRCA) was carried out to systematically determine the nature, location, magnitude,
and root causes of current and anticipated threats to the ecological health of the MBRS. The
TRCA showed that the ecological health of the MBRS was being compromised by rapid and
unregulated coastal development, overfishing, pollution from land-based sources, habitat
loss, and climate change. It would be only a matter of time before these destructive forces
resulted in significant loss of ecosystem services, with important economic and social
implications for the region. The transboundary nature of the MBRS called for a coordinated,
regional approach, involving the four littoral nations working together to conserve and
manage it for future generations.

The MBRS Project was created with the political support at the highest level of government
and with aformal strategy for the management of the MBRS. In 1997, the leaders of the four
countries convened in Tulum, Mexico, and pledged their commitment to protecting the
MBRS in the Tulum Declaration. A 15-year Action Plan, aimed at safeguarding the integrity
and productivity of the MBRS, was prepared with the help of the World Bank, the Global
Environmental Facility (GEF), numerous nongovernmental organizations (NGOs), and
representatives of the four countries. It was adopted in 1999 by all four Ministers of
Environment under the sponsorship of the Centra American Commission on Environment
and Development (CCAD). The World Bank/GEF project was designed to focus on regional
aspects of a strategy that would not normally be included in national action plans and the
incremental costs of which would not be supported by national budgets. It was recognized
that achieving meaningful outcomes that would safeguard the sustainability of the MBRS
would require prolonged commitment—about 15 years. A single, five-year effort would not



be sufficient to transform human behavior and achieve measurable changes in environmental
quality. Thislong-term commitment was implicit in the high-level political support contained
in the Tulum Declaration, and the parallel support from donors, NGOs, and the conservation
community to implement the Regiona Action Plan. The visible and highly credible political
and technical effort meant that the project was launched under highly favorable conditions.

The MBRS Project was designed to assist the four countries bordering the MBRS to:

» Strengthen existing Marine Protected Areas in transboundary locations and other key
sites;

* Develop and implement a standardized regional monitoring and environmental
information system for the MBRS,

* Promote measures to reduce nonsustainable patterns of resource use in the MBRS,
focusing initially on the fisheries and tourism sectors,

* Increase loca and national capacity for environmental management through
education, information sharing, and training; and

e Strengthen and coordinate national policies, regulations, and ingtitutiona
arrangements for marine ecosystem conservation and sustainable use.

1.2 Original Global Environment Objective and Key Indicators

The Global Environment Objective of the project was to enhance protection of the
ecologically unique and vulnerable marine ecosystems comprising the MBRS. The
Development Objective of the MBRS Project was to assist the countries of Belize,
Guatemala, Honduras, and Mexico to manage the MBRS as a shared regional ecosystem,
safeguard its biodiversity values and functional integrity, and create a framework for its
sustainable use. This would be done by assisting the littoral states to strengthen and
coordinate national policies, regulations, and institutional arrangements for the conservation
and sustainable use of this global public good.

The global development objective (DO) had the following component DOs:

DO1: The incorporation into conservation planning of an ecoregional approach to MBRS
Marine Protected Area management;

DO2: Theinitiation of stepstoward regional harmonization of policies and legidation;

DO3: An operationa forum for regional cooperation at the technical and policy levels;

DO4: The maintenance of biological representation and ecological interconnectivity in
coastal and marine ecosystems throughout the MBRS.

While ambitious, this multifaceted development objective clearly responded to the need for a
holistic approach to managing a shared coastal system. Although the multinational nature of
the project added a substantial level of complexity to implementation, this regional approach
was, and continues to be, an appropriate and desirable strategy, given the threats faced by the
MBRS.

Key performance indicators include:

* Regional frameworksin place for management of diverse resources of the MBRS,



* Biologica representation and ecological interconnectivity maintained in coastal and
marine ecosystems throughout the MBRS;

e Capacity developed for an ecoregional approach to MBRS management and
incorporated into conservation planning at the local, national, and regional levels;

* Heightened awareness of the value of the MBRS and of the benefits from its
conservation; and

* Steps toward harmonization of relevant policies and legidation regarding MPA
management in transboundary areas, sustainable fisheries management, sustainable
tourism development, and protection of coastal water quality agreed and initiated in all
four countries.

1.3 Revised Global Environment Objective and Key Indicators, and
Reasong/Justification

Neither the original Global Environment Objective nor key indicators were revised. Some
adjustments were introduced, however, after the Mid-term Review, in the Output Indicators
in order to better account for the activities being supported by the project. These are
presented in Annex 10 (Amendment to Grant Agreement TF027739).

1.4 Main Beneficiaries

The project improved conservation outcomes and opportunities for sustainable use of the
MBRS and its resources. By encouraging a transboundary focus, which replaced historically
national and sector-specific management interventions, it resulted in a systemwide approach
to coastal and marine resource management, enhancing regional cooperation, uniform and
high performance standards, and sustainability of outcomes.

Beneficiaries of the Project included:

* The globa and regional environment, including ecosystems of Belize, Honduras,
Guatemala, and Mexico;

* Local populations in the four countries, including women and indigenous groups, such
asthe Garifuna, Ladino, Mayan, and Miskito communities;

» Various sectors including the private sector, the tourism industry, fishing cooperatives,
NGOs, and the scientific community; the donor community; and regional institutions,
such as CCAD.

1.5 Original Components

To achieve the development objectives in the context of significant knowledge gaps, weak
technical capacity, and the absence of any regiona coordination, the Project was designed
around four components:

Component 1. Marine Protected Areas (US$5.0 million). This component focused on
planning, management, and monitoring of a select group of Marine Protected Areas (MPAYS)
and institutional strengthening. This was done recognizing that many of the MBRS's more
than 60 existing and proposed coastal and MPAs exist only on paper and have little or no on-
site management, and that a significant number lack up-to-date master and operational plans



and the associated basic infrastructure and equipment needed for their implementation. It was
divided into two subcomponents:. Subcomponent A — Planning, Management, and Monitoring
of Marine Protected Areas (US$4.45 million); and Subcomponent B — Institutional
Strengthening of MPAs (US$0.55 million).

Component 2. Regional Environmental Information System (US$4.4 million). This
component focused on providing timely and reliable data to managers and decisionmakers. It
established and distributed a web-based Regiona Environmental Information System (REIS)
to provide an essentiad tool to organize and manage data to support improved
decisionmaking. A second objective of the component was the establishment of a Synoptic
Monitoring Program (SMP) to be used to support more informed management decisions. It
has two corresponding subcomponents. Subcomponent A — Creation and Implementation of a
Distributed, Web-based Environmental Information System (EIS) (US$1.70 million); and
Subcomponent B — Establishment of a Synoptic MBRS Monitoring Program (US$2.65
million).

Component 3. Promoting Sustainable Use of the MBRS (US$1.9 million). The objective
of this component was to support the introduction of new policy frameworks and
management tools to increase ingtitutional capacity, disseminate key information, and create
the necessary incentives for stakeholders to shift toward patterns of sustainable use of MBRS
resources. The subcomponents reflect the focus on the two most important and potentially
harmful economic sectors dependent on the MBRS, fishing and tourism: Subcomponent A —
Promotion of Sustainable Fisheries Management (US$1.04 million); and Subcomponent B —
Facilitation of Sustainable Coastal and Marine Tourism (US$0.85 million).

Component 4. Public Awareness and Environmental Education (US$1.5 million). A
major underlying cause of threats identified in the Threat and Root Cause Analysis
completed in support of MBRS Program preparation was the lack of public education on and
awareness of the significance of the MBRS and the issues that need to be addressed to ensure
its sustainability. The component consisted of the development of an environmental
awareness campaign and formal and informal education: Subcomponent A — Development of
an Environmental Awareness Campaign (US$0.93 million); and Subcomponent B — Formal
and Informal Education (US$0.55 million).

1.6 Revised Components
Not Applicable
1.7 Other Significant Changes

The project was granted a one-year extension to allow for disbursement of the remaining
funds and preparation of afollow-on phase, which had been anticipated from the beginning.

2. Key Factors Affecting | mplementation and Outcomes
2.1 Project Preparation, Design, and Quality at Entry

Because adequate preparation and stakeholder buy-in was considered essential for a regional
project of this scope, significant effort went into project preparation and planning. This was



carried out over a 26-month period at a cost of US$1.2 million, or 10 percent of the total GEF
amount. Preparation was financed by several donors. the Dutch Trust Fund | (US$360,000),
the Canadian Government (US$150,000); the Food and Agriculture Organization (FAO)
(which financed a fisheries specialist); and GEF in the form of a Project Development Fund
(PDF) Block A grant (US$25,000), and two GEF Block B grants (totaling US$494,000).
Both the Mid-Term Review and the Terminal Evaluation teams judged the participatory
decisionmaking and coordination among the four countries (see below) to be one of the key
factorsin the project’ s success.

Learning from Earlier Operations

Experience has taught that gaining the commitment of stakeholders to regional cooperation to
solve transboundary issues requires creating a sense of ownership in the management
process, and consultation, consensus, and a reaffirmation of the benefits of a regional
compared to a nationalist approach. Overcoming the tendency to focus on national priorities
rather than the regional good was a challenge to the Project. Thus, the project team included
several activities to promote public awareness and dialogue about the importance of the
MBRS to create a strong constituency for the harmonization of policies and enforcement of
legidlation that would be needed to sustain aregional approach.

Another key lesson drawn from environmental management projects around the world was
that initiatives of this type are typically long-term efforts, requiring sustained commitments
of political will and resources. With thisin mind, the Project was designed as the initial phase
of a15-year program, with the expectation that funding for the out-years would be secured by
leveraging GEF financing and expanding the partnership to new stakeholders, including the
private sector.

Consultation and Participation

Project preparation included three multistakeholder, regional workshops, each hosted by a
different member country. A social assessment involving national-level consultations was
carried out with the help of national coordinators under the aegis of a regional coordinator,
whose job was to consolidate the findings. To ensure that participation in the design phase
would be carried over during implementation, several mechanisms were incorporated into the
project structure. These included regional technical working groups, drawn from
multistakeholder National Barrier Reef Committees (NBRC) established in each country, to
help design relevant components of the project, and later monitor their implementation
through review and approval of annual work plans. A regiona Steering Committee,
comprised of the ministers of environment from each country and the executive secretary of
CCAD (appointed by the Council of Environment Ministers of Mesoamerica) provided
overall policy guidance and acted as the key agents for harmonizing relevant policies and
regulations across the four countries. With a multinational Project Coordination Team drawn
from the four participating countries and reflecting both gender and ethnic diversity to
execute the project, the MBRS project was seen as highly representative of interests in the
region.

Quality at Entry

Quality at entry israted Satisfactory. The project enjoyed a high level of political support,
and reflected shared objectives of the four countries. It was consistent with Country
Assistance Strategy (CAS) goals for al four countries, including improving public sector



governance in Mexico through institutional development and better management of natura
resources. Belize, Guatemala, and Honduras shared similar CAS goals of reducing rural
poverty through improved environmental security and better management of natural
resources. Building socia capital through information networking, training, and broader
participation of local stakeholders in the management of resources was identified as a
complementary goal among the three countries. The Project supported these goals by first
promoting a regional vision of ecosystem sustainability and productivity. It further supported
public awareness about the importance of the MBRS as a world-class resource, its
importance to the cultural and economic future of the region, and its role as a vita
component of the biosphere.

The Project would further seek to reduce fragmentation in the governance of the MBRS and
promote regional integration by creating a platform for regional coordination, improving
regional information systems for decisionmaking and harmonizing policy frameworks across
the four countries in line with principles of environmental and social sustainability. In light of
the above, the project’ s Quality at Entry is rated Satisfactory to Highly Satisfactory.

2.2 Implementation

2.2.1 Factors Outside the Control of Government or I mplementing Agency

During the lifetime of the project there were no major forces (such as natural disasters) that
affected its implementation or that were outside the control of the four governments or the
implementing agency.

2.2.2 Factors Generally Subject to Government Control

Project effectiveness was delayed six months due to the unusual amount of coordination
necessary for this unprecedented regional effort involving four countries managing a
complex ecosystem. Part of this delay was due also to the project aligning its financia
management (FM) with the World Bank’s FM requirements. Although this six-month delay
did not substantially affect project implementation once the project was launched, it did
affect the disbursements schedule, resulting in the need for a one-year project extension to
fully disburse project funds.

2.2.3 Factors Generally Subject to | mplementing Agency Control

The quick recovery from the six-month effectiveness delay can be directly linked to the
substantial investments during project preparation in consultation, representative
decisionmaking, and coordination among the four countries. Housed in new facilities in
Belize City, which aso included the Coastal Zone Management Authority and the Belize
Fisheries Department, the Project was able to coordinate effectively with both the Ministry of
Environment (as a member of CCAD) and the Ministry of Agriculture, whose Director of
Fisheries served as the MBRS National Coordinator. The National Barrier Reef Committee
(NBRC), which provided input into the Project’s annual work plans through representation
on the regional Technical Working Groups (comprised of NBRC members according to their
technical expertise), also lent stability, credibility, and a high degree of local ownership to
thisregional initiative.

2.3 Monitoring and Evaluation (M& E) Design, I mplementation, and Utilization



2.3.1 M&E Design

Monitoring was one of the main pillars of the project—both in terms of assessing
implementation outcomes and in evaluating the health of the MBRS. As mentioned, the
project’s preparation had a strong participatory nature, with technical working groups
contributing to annual work plans, the review of project benchmarks, and, in the Synoptic
Monitoring Program of the Project, the identification of key indicators. The M&E design
benefited from this participatory nature, resulting in a set of indicators that was widely
agreed, succinct, and targeted.

2.3.2 M&E Implementation

The M&E plan was carried out in atimely manner. Results and progress were a vital part of
the nationa and regional M&E program. They were tracked through a log frame matrix and
Annual Progress Reports (Annex 11). Another important aspect of the M& E program was its
state-of-the-art website (http://www.mbrs.org.bz/), which not only posted a rich array of
technical and scientific reports, but also was used to post progress reports, agreements, and
other administrative documents. This allowed the project to not only disseminate pertinent
technical information but also to be transparent.

The M&E plan was put into effect as planned, and tracked project outputs and outcomes. The
Key Performance Indicators were robust enough to track progress toward reaching the
project’s goals, but they did not provide enough information to monitor the long-term
financial sustainability of the project.

2.3.3 M&E Utilization

The Synoptic Monitoring Program and the Regional Environmental Information System
(REIS), a component of the project’'s overal M&E System, represent the first such
standardized information gathering and dissemination on the status of MBRS indicators in
the region. The results from monitoring are slowly making their way into the decisionmaking
process of MBRS management. The use of evidence collected from fish Spawning
Aggregation Sites (SPAWS) has contributed to setting some of these areas aside with fishing
communities support. At the scientific level it has provided input for technical reports and
articles in peer-reviewed journals. More important, monitoring results (including
socioeconomic aspects) will constitute a major input to the biannual report on the State of
MBRS Health, commissioned by the Ministers of Environment in the updated Regional
Action Plan for the Mesoamerican Barrier Reef System, endorsed in 2006.

2.4 Safeguard and Fiduciary Compliance

An Environmental Analysiswas carried out during Project preparation. Recommendations on
how to mitigate potential adverse impacts from the Project related primarily to small-scale
infrastructure for MPAs. These were presented in the form of an Environmental Management
Plan, including preparation of guidelines for siting of construction and operation of MPA
infrastructure. These were incorporated into Project design and applied during project
implementation in the selected MPAs.

A Social Assessment, involving extensive consultations, was carried out during Project
preparation. The results and recommendations were incorporated into an Indigenous People’s
Participation and Development Plan, which was implemented under the Project.



2.5 Post-completion Operation/Next Phase
As noted, a second-phase project following on the heels of phase 1 was anticipated at the
outset and is now in the early stages of preparation. However, a key determinant of whether
the Project will move forward with GEF support is the identification of adequate co-
financing. Donors often wish to leverage their resources and are reluctant to make a
commitment until there is already evidence of strong financial support from one or more
partners. Several partners have indicated their interest in supporting a second phase and have
committed to raising fundsif core funding is forthcoming.

1
3. Assessment of Outcomes

3.1 Relevance of Objectives, Design, and | mplementation

The overall objective of the MBRS Project was to enhance protection of the unique and
vulnerable marine ecosystems comprising the MBRS, and to assist the countries of Belize,
Guatemala, Honduras, and Mexico to strengthen and coordinate nationa policies,
regulations, and institutional arrangements for the conservation and sustainable use of this
global public good.

This objective continues to be highly relevant to the MBRS, particularly in the wake of
information gleaned from the baseline monitoring—the first such effort of its kind in the
region—which indicates that human pressures on the reef are increasing and climate change
is having a significant impact on coral reefs throughout the MBRS region.

Strengthening the management of Marine Protected Areas (MPAs) has significantly
improved the potential effectiveness of these tools for conservation.? In many instances, the
Project turned MPAs from marginaly operating, well-intentioned efforts into functional
MPAs that were able to attract new funding through entrance fees, grant writing, and other
financing strategies. The Project also brought public awareness of the value of the reef to a
much higher level throughout the region, from the elementary classroom to the highest levels
of government.

The regional approach pioneered by this Project, including human and institutional capacity
building to identify and address issues of regional importance, and access to key
decisionmakers to both communicate these findings and provide a conduit for regiona
action, remains even more valid in the face of globalization (including tourism and demand
for fish products) and other threats to the MBRS such as climate change.

The Project was, however, less successful in its attempts to manage tourism impacts, promote
sustainable tourism development, or create aternative livelihoods for those engaged in
unsustainable natural resource extraction, such as fisheries. In particular, it was felt that one
of the shortcomings of the project was its inability to bring the tourism sector into strategic

! This section should be read in conjunction with the independent Terminal Evaluation of the Project,
commissioned by the Bank and submitted to the GEF. The evaluation rated the project between
Satisfactory and Highly Satisfactory on al but one of the Outcomes.

% The results of the first baseline report on MPA Management Effectiveness, using a tracking tool
developed by the Bank and partners in the region, highlights both the strengths and weaknesses of these
protected areas, alerting managers where strategic investments are most likely to have a payoff in achieving
overall objectives.



discussions and engagement in implementation of tourism-related activities and alternative
livelihoods. While less effort was put into the design of this subcomponent, it was always
anticipated that capacity building in the tourism sector would come from a parallée
investment project prepared as co-financing for the MBRS Project—Sustainable Coastal
Tourism—in Honduras. Unfortunately, the Instituto Hondurefio de Turismo, which was
implementing the latter project, chose not to become involved in the regional tourism forum
that was to bring stakeholders in the industry together, with the result that this component of
the MBRS project had little technical support or institutional buy-in.

3.2 Achievement of Global Environmental Objectives and Sustainability
The Global Objective of the MBRS Project was to enhance the protection of the ecologically
unique and vulnerable marine ecosystems comprising the MBRS, by assisting the littoral
states to strengthen and coordinate national policies, regulations, and institutional
arrangements for the conservation and sustainable use of this global public good.

The Project has been highly successful in achieving its Global Objective. It catalyzed
international cooperation among Belize, Guatemala, Honduras, and Mexico and is widely
regarded as a model for regiona coordination and joint management of a transboundary
resource. Key achievements of the Project are:

1. Catalyzed the adoption of a common policy framework for sustainable management of
resources in the areas of fisheries, tourism, and Marine Protected Areas (MPAS) among
the three countries on the Gulf of Honduras; adoption in Mexico is pending.

2. Fostered new mechanisms for coordination and multistakeholder representation within
the countries themselves via the National Barrier Reef Committees (NBRCs), comprised
of representatives from both the public and private sectors.

3. Established a standardized regional Synoptic Monitoring Program, including information
on reef health, seagrass, and mangrove status, water quality, and water contamination to
track changes in MBRS ecosystem health.

4. Developed and established a web-based Regional Environmental Information System
(REIS) with over 20 institutions permanently contributing data to the system.

5. Strengthened management capacity in 16 MPAs through the development and
implementation of numerous MPA training tools, the training of more than 200 park
rangers, infrastructure support, and tracking tools to report on management effectiveness.

6. Harmonized primary and secondary school curriculumsin all four countries on the value
of the MBRS to the people of the region and to future generations, and trained over 2,000
teachersin their use.

7. Organized the first-ever Mesoamerican Fishermen’s Congress to gain fishers' support for
harmonized policies and norms.

8. Formulated a Draft MBRS Cruise Ship Policy.



9. Served as a catalyst in achieving recognition of the MBRS as a region of global
importance, attracting attention and interest of numerous international actors.

3.3 Efficiency

The objectives of the Global Environment Facility (GEF) to conserve and sustainably
manage globally important biodiversity resources in a transboundary setting were met. With
GEF support of US$11 million, the project was able to catalyze additional investments (in-
kind and in cash) by the countries and other partners in the region, to achieve substantial,
concrete results in capacity building (technical and physical), policy reform, and collection of
baseline data on the reef system. Given these outcomes, the Project was highly efficient in its
use of limited project resources.

3.4 Justification of Overall Outcome Rating

Rating: Satisfactory

Given its high relevance and the significant outputs and the resulting outcomes achieved in a
complex regional context, this project has an overall satisfactory outcome rating.

3.5 Overarching Themes, other Outcomes and I mpacts

(a) Poverty mpacts, Gender Aspects, and Social Development

The Project did not directly target poverty aleviation, gender, or social development. Its
impact on these issues, if any, was indirectly through the improved management of the
marine resources, which would in the medium to long term improve sustainability of fisher
and other communities that depend on the MBRS.

(b) Institutional Change/Strengthening

The Project made important contributions to ingtitutional strengthening in the region, first by
setting a standard for regional cooperation in addressing issues of common concern over a
shared resource. With the help of CCAD, the executing agency for the Project, it created the
political space for unprecedented regional coordination and progress toward policy
harmonization in the governance of marine resources in the region. Second, the project
strengthened the technical capacity of MPA managers and facilitated public access to key
information about the value of the MBRS and its condition. This, in turn, has empowered
civil society to demand greater accountability from policymakers on MBRS resource
governance.

(c) Other Unintended Outcomes and I mpacts

The GEF support was a magnet for new investments in conservation and sustainable use of
the MBRS, with the result that considerable leverage from the international conservation
community was brought to bear on decisionmaking in the region.

As aresult of information from spawning aggregation studies supported by MBRS and other
partners, new fishing regulations to protect remaining spawning aggregations of the
threatened Nassau Grouper in Belize have been issued. Other reforms, including the banning
of commercid fishing and the sale of parrotfish, key grazers that keep in check overgrowth of
seaweed on the reef, are pending. Closure of fishing seasons and gear restrictions have been
harmonized across the four countries, reducing poaching opportunities and destructive
fishing. In Mexico, a new law has been passed to strengthen protection of mangroves in
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response to greater public awareness and concern over coastal erosion in exposed areas from
more frequent and intense hurricanes. Effective enforcement, however, remains a challenge,
given the money to be made from tourism devel opment.

The capacity of MPAs to raise funds (for example, from entrance fees, grants from the
Protected Areas Conservation Trust in Belize [PACT], and the Mesoamerican Reef [MAR]
Fund [a regional facility established by NGOs in the region to finance marine conservation
activities at US$50 million over the next 10 years)) is far greater now than when the Project
started. The infrastructure, human resources development, and MPA operational management
plans supported by the Project are an important legacy that can be used to leverage additional
resources from external sources to cover some operating and program costs.

Despite these solid achievements, however, some outcomes will most likely not be
sustained in the absence of continued external support. The Synoptic Monitoring Program
(SMP) and the Regional Environmental Information System (REIS) do not currently have
a dedicated source of funds to continue beyond phase 1. While the Governments of
Belize and Mexico are committed to funding basic monitoring in the absence of externa
support, this is not the case in Guatemala and Honduras. A second phase project was
regarded as essential to creating a market demand for data to be generated by the SMP.

4. Assessment of Risk to Development Outcome
Rating: M oder ate

The main threat to the development outcome of the project is lack of long-term funding for
the continued monitoring and data collection that feeds both the Regional Environmental
Information System (REIS) and the Synoptic Monitoring Program (SMP).

The Regional Coordinator at the time of this report was actively seeking resources for the
continued financial support for these and other project-related activities. While some
commitments have been made, for example, for construction of a Regional MBRS Center,
and pledges to raise funds have been obtained (for example, for priority activities under a
phase 2 to reduce threats in the watersheds draining into the MBRS), a critical mass of core
funding will need to be identified soon to secure the additional co-financing required.

5. Assessment of Bank and Borrower Performance

5.1 Bank
(a) Bank Performancein Ensuring Quality at Entry
Rating: Satisfactory

The World Bank Task Manager's extensive expertise in marine biology was an important
factor in the success of project preparation. Given the complexity of the Project, it was
important not only to have this expertise but also to be able to rely on a broad range of
experts. Even though project design reflected this broad range of skills, adjustments were
recommended and later adopted.
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(b) Quality of Supervision
(including of fiduciary and safeguards policies)
Rating: Satisfactory

The World Bank Task Manager has been with the Project since its inception and was
acknowledged by all interviewed as highly committed to the project and an important driving
force in the project’s success. The long-standing relationship with the project provided
important continuity, which was even more essential given the complex nature of the Project.

The Project’'s March 2004 Mid-Term Review (MTR) provided extensive guidance, with
some 50 recommendations. These included: consultation with political partners outside the
current cast of MBRS ministries, coordination with bilateral donors and international NGOs,
socioeconomic studies to identify alternative livelihood opportunities, directly engaging
coastal communitiesin project planning and execution, developing a plan for approaching the
private sector to help set up an endowment fund for coastal and marine resource
conservation, and securing financing sources via user fees. In the end, fewer, more targeted
recommendations, and more systematic follow-up would probably have been more effective.

Perhaps the biggest constraint in terms of Bank performance was the lack of a policy
dialogue between the Country Departments and the governments on key policy reforms. This
is often the case with grant funding, where significant investments are not at stake, and even
more likely with regional projects, such as this one, which cut across three country
departments in the Bank.

(c) Justification of Rating for Overall Bank Performance

Rating: Satisfactory

The Bank’s supervision is rated as satisfactory given its commendable effort on a complex
project in a multinational setting, contending with difficult ecological conditions and
institutional arrangements. As is to be expected, certain shortfalls were identified during
project implementation and were captured in the recommendations of the mid-term
evaluation. A concerted effort was made to address these to the extent possible under the
remaining time frame of the project.

5.2 Borrower
(a) Government Performance
Rating: M oder ately Satisfactory

Given the project’s regiona approach involving four separate countries, implementation
arrangements were by necessity, complex and multilayered (Annex 12).

The involvement of CCAD elevated the profile of the MBRS as a system of regional
importance to the ministerial level, which should result in continued institutional interest. The
Steering Committee provided an essential mechanism for coordination among the
participating countries and was an effective tool for project implementation and regional-
level oversight of the Project Coordinating Unit (PCU).

The funding of the National Coordinator (NC) was part of the countries counterpart
contribution, meant to demonstrate their commitment to the project. However, the ability of
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the NCs to adequately fulfill their roles was constrained by limited human and financial
resources intrinsic to their countries. All the NCs mentioned that, in retrospect, the lack of a
dedicated person to the MBRS Project hampered their country’s ability to participate
optimally. The Project was deliberately designed not to finance NC salaries in deference to
sustainability concerns. Perhaps an arrangement can be considered in the future, whereby the
NC is provided resources to employ help for specific project-related activities. While this
means additional costs to the project, strengthening the capacity at the national level may be a
cost-effective investment.

At the field level, some Protected Areas personnel reported problems getting basic support,
and felt that responsiveness to their needs was highly variable.

The NBRC committees were established by ministerial decree at the outset of the project to
represent multistakeholder interests in management of the MBRS. Their degree of
engagement varied from country to country (Belize, for example, had a strong and active
NBRC, while those in Guatemala, Honduras, and Mexico met irregularly).

The Technical Committees met with varying degrees of success. One limitation was that the
members in these committees served in an honorary capacity, and as such, were not always
able or willing to give the project the level of attention needed. Still, members participated in
the development of the Annual Work Programs, and many individuals generously gave many
hours of their time and expertise at little or no cost to the project.

The benefits envisioned in the Project Appraisal Document of the Consultative Group—a
donor/partner group in the MBRS region—were not fully realized. While the group met
formally on two occasions on how to improve collaboration and increase synergy, these
meetings were not sustained. Bilateral meetings were more frequent between the Bank and
other partners in the region and resulted in a productive collaboration, Healthy Reefs for
Healthy People, with guidance to managers on reporting on the health of the MBRS.

As mentioned, the Heads of State of the four participating countries gave the project strong
political support; however, this did not always filter down to the line ministries with
jurisdiction over MBRS resources. More often than not, economic interests in one ministry
trumped efforts by another to protect valuable but threatened resources. This underscored the
need, in the future, to include all relevant ministries in project implementation and as part of
the Steering Group. Thisis anticipated in the updated regional Action Plan for the MBRS.

(b) Implementing Agency or Agencies Perfor mance
Rating: Satisfactory

The Central American Commission on Environment and Development (CCAD) was sel ected
to execute the project after a detailed institutional analysis during project preparation
indicated that CCAD was the only organization in Central Americathat had the mandate and
government buy-in to deal with environmental policy at the regiona level. Its convening
power and ability to raise policy issues to the highest levels of government through the
Sstema para la Integracion Centroamericana (SICA) made it the strategic choice for
advancing regional coordination and harmonization of policies governing shared resource use
in the MBRS. Although CCAD’s operational experience in coastal and marine issues was
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limited at the outset, it put together a strong regional coordination unit (the Project
Coordinating Unit, PCU), of technical experts from all four participating countries to run the
day-to-day operations of the project. CCAD proved to be invaluable in facilitating agreement
on the Common Policy Framework in the Southern Transboundary Area, and in bringing
Mexico on board as an Observer to CCAD. This opened the door to discussions on a
common policy framework for the Northern Transboundary area of the MBRS, and the
signing of the Tulum+8 Declaration.

At the operationa level, National Coordinators were unanimous in expressing their
satisfaction with the way the PCU carried out its responsibilities. In particular, the PCU
executive director was both highly qualified and efficient, and provided strong |eadership and
direction to the Project. The feedback received from government officials interviewed
indicated that the PCU was respectful of their countries’ sovereignty, receptive to their input,
and responsive to their needs. There was a sense among those interviewed that the PCU had
managed the Project in afair and transparent manner.

One area of weakness of the PCU, however, was procurement expertise. The PCU suffered
from repeated turnover in staff assigned to this function, beginning with the United Nations
Development Programme (UNDP) (originally contracted to oversee this and later replaced by
contracted local staff). Although this did not detract substantially from project
implementation, it did point out the need for adequate training to administer a project as
complex asthis one.

The Project was rated satisfactory on its financial management and accounting function until
the last supervision mission, when severa discrepancies regarding documentation of
expenditures and submission of withdrawal requests for the Special Account led to certain
expenditures being ruled ineligible, and delays in final reconciliation of the project accounts
were noted. This was corrected and a final independent audit of expenditures during this
period found no outstanding issues with respect to the overal accounting and financia
management. However, in the final Implementation Status Report (ISR) the financial
management function was rated as Marginadly Satisfactory because of the earlier
documentation problems.

The PCU posted on its website all the information related to project activities, including all
Annual Work Programs, Annual Progress Reports, and Auditors Reports. This level of
transparency lends a high degree of credibility to the project.

(c) Justification of Rating for Overall Borrower Performance
Rating: Satisfactory

Despite some delays, all countries eventually were aligned with project objectives not only at
a high political level but also at a policy and technical implementation level. The Tulum+8
Declaration committed and reaffirmed the four countries support of the objectives of the
MBRS. The transboundary agreement in the south, among Belize, Guatemala, and Honduras,
was a major achievement, but needs to be followed up with regulations in each country.
Negotiations are till pending for a similar agreement on the northern transboundary area
between Belize and Mexico. The Bank could help clear the bureaucratic impasse that appears
to be blocking this agreement.
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6. Key Lessons L earned

* Implementing regional projects to protect transboundary public goods is complicated
by (a) processes and institutional arrangements in the Bank that are designed
primarily for single-country operations, (b) differencesin client country readiness and
capacity, and (c) biases that favor national interests over shared regional ones.
Overcoming these barriers requires flexibility in administrative processes, innovative
financing to access regional financing, and educating stakeholders about the benefits
of aregional approach through continuous dialogue, consultation, and outreach.

» Fexibility is needed in designing and allocating budgets to project activities to
accommodate unanticipated externalities (such as climate change), to respond to new
opportunities, and to meet changesin client needs during implementation.

* Regional data collection and dissemination should be demand-driven to ensure use of
information and markets to pay for it.

* Alternative livelihoods must be introduced in tandem with restrictions on former
resource use and closures on new entrants to the sector to reduce pressure on targeted
resources. Training in alternative livelihoods must be accompanied by marketing and
incubation of new lines of business.

* The private sector must be involved in setting codes of conduct for sustainable
tourism and in generating investments in greener operations, but to engage the
industry effectively, regulatory policies must be aligned with economic incentives.

7. Commentson | ssues Raised by Borrower/Ilmplementing Agencies/Partners
(a) Borrower/Implementing Agencies

Most of the issues raised by the borrower related to Bank procedures, which often proved
cumbersome and resulted in implementation delays. An example was the Loan
Administration Change Initiative, a financial management (FM) procedure that was imposed
as a condition of effectiveness. This led to severa delays in the PCU’s establishment of its
FM function, and was later abandoned by the Bank as being impractical. Procurement also
proved to be a continuous problem in that different thresholds and procurement procedures
were required for different countries, depending on their capacity. Inadequate field training
opportunities and repeated turnover in procurement staff in the PCU contributed to the
problem.

The PCU aso indicated that they felt that the Bank did not have good arrangements in place
to deal with absences of their disbursement officers—when this officer was on leave, the
person covering for them did not know the project well enough, creating disbursement delays
and imposing additiona burdens on the PCU by requesting documentation already provided.

(b) Co-financiers

There was parallel co-financing from the World Wide Fund for Nature (WWF), the Oak and
Summit Foundation, the United States Agency for International Development (USAID), the
United Nations Foundation (UNF), and The Nature Conservancy (TNC). It is estimated that
their cumulative contribution was approximately US$10million.
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(c) Other Partnersand Stakeholders

The TNC, USAID, WWEF, the World Resources Institute (WRI), and the Coral Reef Alliance
(CORAL) were all stakeholdersin a complementary USAID/UNF-supported initiative called
the International Coral Reef Action Network (ICRAN), totaling US$3 million. Thisinitiative
focused on the ridge-to-reef approach for managing land-based threats to the MBRS,
sustainable tourism, and sustainable fisheries. The MBRS Project collaborated with CORAL
in the production of Voluntary Codes of Conduct for Tour Guide Operators, with TNC in the
organization of the firss MBRS Fishermen's Congress, and with other NGOs in the
production of a draft Cruise Ship Tourism Policy, thus leveraging its resources with partners
to achieve common objectives. Despite its track record of collaboration, there was criticism
from some of the larger NGOs that the MBRS Project used its unique relationship with the
four governments to advance its own agenda at the expense of others. However, the interest
expressed by several groups in collaborating in a second phase if core funding from the GEF
is forthcoming suggests this criticism is more related to differences in management style and
turf issues than substance.
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Annex 1. Project Costs and Financing
(a) Project Cost by Component (in US$ million equivalent)

Actual/L atest

Appraisal Estimate : Per centage of
Components - Estimate (US$ :
(US$ millions) millions) Appraisal
MARINE PROTECTED
AREAS 5.00 2.13 43
REGIONAL
ENVIRONMENTAL
MONITORING AND 4.40 2.61 59
INFORMATION SYSTEMS
PROMOTING SUSTAINABLE
USE OF THE MBRS 1.90 119 63
PUBLIC AWARENESSAND
ENVIRONMENTAL 1.50 0.94 62
EDUCATION
REGIONAL COORDINATION
AND PROJECT 2.40 3.95 164
MANAGEMENT
Total Baseline Cost 15.20 10.82 71
Total Financing Required 15.20 10.82 71
(b) Financing

Appraisal Actual/L atest

Source of Funds Typeof Co- Estimate Estimate Percentage of

financing (US$ (US$ Appraisal
millions) millions)
Local Sources of Borrowing Country 3.70 4.13 111.52
Global Environment Facility (GEF) 11.03 10.82 98.10
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3
Annex 2. Outputs by Component

Component 1. Marine Protected Areas (MPAS)
(US$5.0 million; GEF funding US$2.5 million)

Component Rating: Satisfactory

Objective: Support immediate improvements in MPA protection and management while
increasing the sustainability of management efforts; measure management effectiveness
and build capacity to manage through the development of management and operational
plans, trainings, and infrastructure development; improve regional conservation efforts
through transboundary cooperation.

Subcomponent A. Planning, Management, and Monitoring of Marine Protected Areas

MPAs played a significant role in the Mesoamerican Barrier Reef System (MBRS)
Project by protecting important areas of recognized biodiversity significance from
overuse, degradation, and destruction. In addition, the project built new constituencies for
conservation around MPAs through educational efforts, and promoted new opportunities
for livelihoods that are compatible with conservation objectives, principally through
tourism.

The project successfully assisted in upgrading the operational plans of 11 MPAs and in
the drafting of four new master plans. The project also produced a “ Training Manual on
Design and Development of Management Plans for Marine Protected Areas’ that can be
used throughout the region for new areas or for updating existing plans as necessary, and
carried out trainings for management plan development, increasing MPA planning
capacity throughout the MBRS.

The MBRS Project expended considerable time and effort reviewing existing systems for
measuring effectiveness and created a new hybrid system for use in MPAS, described in
MBRS Technica Document No. 5, “Recommendations for Monitoring Management
Effectiveness in Marine Protected Areas’ (available in English and Spanish). The Project
developed a suite of 11 biophysical and 8 socioeconomic measures, and an application
methodology for measuring management effectiveness. Thisis an explicit commitment to
the adaptive management model that seeks to achieve area objectives by responding to
local conditions and changes in those conditions as measured by agreed-upon
measurements (standards). Identifying the relevant indicators and then agreeing to

% The Implementation Completion and Results Report (ICR) has borrowed liberally from the findings of the
independent Terminal Evaluation of the Project, prepared for submission to the Global Environmental
Facility (GEF), because a thorough review of project components was carried out at this time and there was
no desire to reinvent the wheel.
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standards has always presented a great challenge for Protected Area (PA) managers and
planners. This was equally true for the MBRS team. Extensive review of many effective
management models led to the creation of a survey instrument that was distributed to the
target MPAs (Reserva Biosfera Banco Chinchorro, Arrecifés de Xcalac Reserve,
Santuario del Manati, Corazol Bay Wildlife Sanctuary, Bacalar Chico Marine Reserve
and National Park, South Water Caye Marine Reserve, Glovers Reef Marine Reserve,
Gladden Spit, Sapodilla Cayes Marine Reserve, Port Honduras-Deep River Forest
Reserve, Sarstoon-Temash National Park, Rio Sarstén Proposed National Park, Punta de
Manabique Proposed Special Protection Area, Omoa-Baracoa Proposed Marine Reserve,
and Turtle Harbor Wildlife Refuge and Marine Reserve).

The documentation produced, and the process of developing a model for measuring
effectiveness in MPAs, are mgor accomplishments and represent significant project
outcomes. However, they do not necessarily trandate to improved management
effectiveness in the target MPAS and, as noted in the document, neither the process
proposed nor the measurement of effectiveness was full achieved. It was possible to make
genera assessments only about the effectiveness of specific areas and the state of MPAs
in the region. Important information was gathered but at an expense and effort that may
not have been effective. The questions as to who should be responsible for measuring
effectiveness, at what cost and in what manner, require further investigation. The project
did provide important insights and practical advice about measuring management
effectiveness for MPAs and terrestrial Protected Areas (PAS). The report recognizes the
high cost of measuring effectiveness relative to scarce resources and staffing, “Given the
average staffing level of 3.9 persons in each of the 13 MPAs for which we have data
(range of 0 to 7), and the reports on their current responsibilities and funding (Section 4),
it is clear that the human resources are not in place to undertake even the basic
monitoring protocol, much less the full suite of 43 metrics recommended to be
monitored. The managers are too busy managing to evaluate their management
effectiveness!” (p. 46) and suggests that establishing effectiveness must be a long-term
process that will involve greater cooperation of a variety of governmental agencies, the
private sector, nongovernmental organizations (NGOs), and other conservationists.

It is important to emphasize that the entire concept of measuring management
effectiveness is unsettled among conservation scientists and practitioners. To say that we
should measure effectiveness implies that we can, and this may not be possible due to the
complexity of biotic and cultural variables that influence natural systems. Equaly
important is the effectiveness of measuring management effectiveness. As pointed out in
the MBRS report, even the most basic efforts may not be merited within the constraints
of extremely limited resources. It may be much wiser to dedicate such resources to
measuring the effectiveness of particular management actions and using those results in
the adaptive management framework. For example, if poaching protected species on reefs
is a major problem, it may be worth measuring the effectiveness of enforcement
compared to education to determine which action merits resources or greater emphasis.

The construction of five multifunction buildings that serve as administration, visitor, and
community centers, and lodging for park personnel and researchers, is one of the largest
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investments of the project. Maor investments were made in Bacalar Chico (Belize),
Xcalak (Mexico), Sapodilla Cayes (Belize), Rio Sarstin (Guatemala), and the Turtle
Harbor Wildlife Refuge and Marine Reserve (Honduras).

During the planning process it was decided that one basic design would be chosen and
modified as necessary for specific sites. This approach was intended to save design costs
and standardize construction details. Facilities included a multi-use room, offices,
dormitories, bathrooms, and food preparation areas. In addition, an interpretative trail
was built in most areas so that visitors could understand and experience the terrestrial
environment. The project also supplied significant amounts of furnishings, and equipment
such as computers, boats, scuba gear, and communication equipment. In al cases the
management presence, capacity, and effectiveness were greatly augmented and
strengthened by these investments.

The new infrastructure legitimized the MPA presence and has been a major factor in
securing grants, partners, and co-financing. There is strengthened governmental support
for interpretation, educational, and enforcement activities, and operational and
maintenance funding. Site examinations and interviews with staff at all of the MPAs that
received infrastructure indicated that the infrastructure was very helpful in maintaining
management presence, improving morale, and providing the base for implementing
management plans. This was exactly what the Project Appraisal Document (PAD) had
envisioned.

It is notable that each MPA uses its facility differently. In Bacalar Chico the public area
Is devoted to interpretation and has a strong tourism/education/visitor orientation. At
Xcalak, the public areais more devoted to community involvement and public awareness,
as is suited for this site since it is located in the community. The center at Rio Sarstin
provides a base of operations for the managing NGO, a hub for patrolling and housing for
staff, volunteers, and university researchers. In Sapodilla Cayes MPA the facility is
jointly used by the Belize Fisheries and TASTE NGO, which co-manage the site. The
Sapodilla Cayes facility is still awaiting educationa and interpretative materials.

At Utila, the Project provided a multi-use center based on the uniform design used in the
other sites. The Bay Island Conservation Association (BICA), the NGO in charge of the
PA, used only a small part of the center because the rest of the building was temporarily
used as classroom facilities by the local school until May 2007. This was a good example
of community integration promoted by the MBRS.

Subcomponent outputs:

* Management and/or operational plans for 15 target aress;

» System for measuring MPA effectiveness;

» Target MPAs measured and rated as to their capacity for conservation activities,

» Significant equipment provided to regiona protected areas for monitoring,
operations, environmental education and tourism management; and

* Mgor infrastructure investments at five protected areas.
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Subcomponent outcomes:

* Greatly increased capacity at national, regional, and local levels for marine
conservation;

* New constituencies to support conservation in the MBRS region;

» Greater NGO capacity and recognition locally and regionally;

* Magor contributions to the protected area literature on the themes of MPA
management, community involvement, and transboundary cooperation;

* Greatly improved morale and respect among rangers, managers, and others
involved in MBRS conservation initiatives;

» Assistance with Belize National Protected Areas System Plan;

* Regional cooperation among Protected Areas; and

* Improved baseline data on protected area effectiveness.

Subcomponent B. Institutional Strengthening of MPAs

The Project successfully carried out a series of regional training courses and workshops
for Protected Area directors, technical staff, rangers, and key collaborators from local and
national government agencies, collaborating NGOs, and loca communities. One of the
most significant outputs was a series of bilingual manuals that will serve far beyond the
life of the Project for many aspects of MPA management. The Project, by undertaking
these activities, also developed significant training and facilitation capacity for
management planning, community involvement, income generation, and financia
planning.

Examples include courses held early in the project in MPA Management Plan
Development for directors and administrators of MPAs, park management staff,
governmental organizations, NGOs, and universities involved in management and co-
management of MPAs within the MBRS region. The training course covered zoning,
environmental education, tourism, research, monitoring, park protection and patrolling,
and financial strategies, among other subjects. A bilingual Training Manual on Design
and Development of Management Plans for Marine Protected Areas was published and
distributed throughout the region.

A Training Workshop on Income Generation for Protected Areas was held in Puerto
Barrios, 1zabal, Guatemala in 2002. The workshop was a joint effort of the MBRS
Project, PROARCA/APM, the Mesoamerican Biological Corridor, WWF-Central
America, and the Nature Conservancy. Financial strategies were proposed for several
MPAs as adirect result of the workshop.

To promote greater regiona MPA effectiveness, both Southern and Northern Trans-
boundary Park Commissions were established. Commission meetings produced
recommendations on fisheries, tourism, and MPAS, which were then used to formulate
regional policies.
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The Project developed a wealth of training materials, technical manuals, environmental
educational materials and other books, pamphlets, curriculums, and co-management
strategies to aid MPAs carry out their activities. This body of material is one of the most
important contributions of the project and will serve the intended MPAs and the global
conservation community. The original objective was to have a standardized training
library in each MPA headquarters and in ranger stations throughout the region. While the
material does exist and most is available on the Internet, not one of the MPASs visited had
the library as described in the PAD. This is unfortunate because the material could be
quite helpful to managers, rangers, community members, and other MPA partners. Most
of the MPAs visited do not have Internet access, so the online versions are of little use to
them. In addition, it would be quite costly and beyond the means of the areas to
reproduce the materials.

Subcomponent outputs:

* High-quality manuals and guides on MPA management techniques, training,
community conservation and involvement, and alternative livelihoods; and
» Trainings and workshops for rangers, fishers, community members, and NGOs.

Subcomponent outcomes:

* Regional cooperation among protected areas; and

* Increased capacity in multiple sectors to promote conservation in the MBRS
region.

Component 2. Regional Environmental I nformation System
(US$4.4 million; GEF funding US$2.3 million)

Component Rating: Satisfactory

Objective: Increase knowledge and dissemination of information relating to coastal and
marine ecosystem health in the MBRS.

Subcomponent A. Creation of a Regional Environmental | nformation System (REIS)

The REIS was designed to consolidate and analyze data collected from various sources,
including the Synoptic Monitoring Program. The database was designed by national and
international experts as part of several consultancies and is well thought out, easy to
understand, and is a good example of the high standards of project products. There is
extensive documentation on how to enter data, and attention has been pad to
accommodate two languages, different names for the same species across the region, and
different categories of species threats across the region.

The oversight of not initially designing the database to be spatialy explicit in a Global
Information System (GIS) format possibly delayed the release of some of the spatial
information relevant to the region. However, the addition of GIS functionality in 2005-06
greatly enhanced the future of the database and its power to focus monitoring and
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management activities. The maps show key health indicators such as seagrass biomass,
disease coverage, and presence of nutrients, and provide a snapshot of the situation across
the region. Data from the REIS will help provide status reports on the health of the
MBRS region to decisionmakers and on-the-ground managers.

In addition, the website interface of the REIS serves as the gateway to all the MBRS
documents and technical reports. It is easy to use and is available in two languages with
exceptional transparency in terms of documentation. This is in itself a landmark for a
large conservation project.

Subcomponent Outputs:

. REIS designed and fully operational;
. Web-based interface for data providers and users,
. Gl S-based dataset;
. Public access to database;
. Baseline and summary maps in JPEG format for 13 sites;
. Ninety-eight biologists trained to date in the use of the REIS database;
. Web-based, CD, and printed format of all published material;
. Documents:
User Manual for the REIS Volume 1-3, June 2005
Database Design Documentation, August 2005.

Subcomponent Outcomes:

. First regional, public database on Marine Protected Areainformation;

. Essential tool to fill in information gaps needed for sound decisionmaking on
natural resources;

. Greatly improved capacity to disseminate regional patterns and results;

. Regional coordination of scientists and biologists;

. Greatly improved transparency of data through public access to data;

. First steps to integrate data from the socioeconomic monitoring program under
Component 4 (Public Awareness and Environmental Education) with REIS.

Subcomponent B. Establishment of a Synoptic Monitoring Program (SMP)

The SMP was developed as a regional, multilevel methodology to monitor changes in
ecosystem health. It was designed to be comprehensive in terms of data collection, time
frames (short, medium, and long term), and geographic coverage. The SMP methodol ogy
was devel oped to be implemented by monitoring teams, consisting largely of a mixture of
members from the MBRS Support Agencies (government, NGOs, and fishers) in the four
countries. A Monitoring Coordinator (MC) in each country had the responsibility for
supervising each monitoring team. The MC then liaised with the PCU to update and
verify data. The PCU managed and maintained the database and created summary base

maps.
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For a decade prior to the MBRS Project, severa attempts were made to establish a
regional monitoring program. When the project was designed, the goal was to streamline
existing methodologies and agree on and adopt a regionwide program. The process for
devel oping the methodol ogy appears to have been very consultative and assimilates most
of the best practices in comprehensive coral reef monitoring worldwide. It is tailored to
meet the specific needs for monitoring the health of the reef in the four countries
involved. Four types of data are collected at each site (site description, meta data,
physical data, and specific parameters) and the time window (season) for each is well
described. At each monitoring site, severa locations are included that contain different
ecosystems to maximize the information collected. This stratification is strategic and
cost-efficient and is based on best practice sampling methodologies. The project aso
produced a well-organized data entry system in two languages, with established protocols
for entering data for species that may have different names across the region. This is a
key accomplishment in itself. Finally, the methodology covered both static and dynamic
measures of reef and ecosystem health.

The first summary of results, taken as the baseline for all future monitoring episodes, was
published in October 2006 in Linea Base de Estado del Sstema Arrecifal
Mesoamericano. The report summarizes sites monitored and baseline data for each area
of interest. The results for coral reefs are comprehensive and clearly presented. Results
for seagrass and mangroves are, however, fairly sparse. Results for water contamination
and water quality are preliminary and not as robust in terms of temporal and spatia
sampling. The lack of seagrass and mangrove data is most notable in Belize, where only
one site has been monitored. By 2006, 49 sites were included, 13 of which received
comprehensive assessments. Results for 2004 and 2005 are posted on the MBRS website.
Data for 2006 were released internally to users and will be made public in early 2007. A
full analysis of the SMP data is expected by March 2007, including an executive
summary for decisionmakers.

Overall, the SMP would not have been achieved without the partnerships established with
the Supporting Agencies, which, as mentioned earlier, included a mix of NGOs, fishers,
and private partners, who contributed generously to this effort. The SMP enabled
synergies among disparate groups monitoring different sections of the MBRS and
supported the harmonization and standardization of a monitoring methodology, which is
in itself a considerable accomplishment. By producing a simple method that was well
documented, the SMP was made accessible to a large number of people in the region, and
this enhanced its credibility. More data collection is needed on seagrasses and
mangroves, as are data on water quality and contamination (as capacity is built and
effective partnerships for analysis are established). In the fina analysis, the long-term
usefulness of the SMP for management and decisionmaking will depend on continuing
the process of analyzing results on aregular basis and disseminating the information.

Subcomponent Outputs:

. SMP designed and under implementation;
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. Monitoring of 49 sitesto date;

. Comprehensive baseline data for 13 sites across region;

. Results analyzed for 13 sites;

. Basic field equipment provided to Support Agencies;

. Training of monitoring personnel in Support Agencies,

. Documents:
Manual Methods for the MBRS Synoptic Monitoring Program, April 2003
Linea Base del Estado del Sstema Arrecifal Mesoamericano, October 2006
Measuring Coral Reef Ecosystem Health, September 2006.

Subcomponent Outcomes:

» Increased capacity at national, regional, and local levels for monitoring ecosystem
health;

» Harmonized monitoring methodol ogies across the MBRS region;

* Increased Support Agency capacity to identify important indicators for cora
reefs, mangroves, and seagrass beds, sources of marine pollution, and ocean
circulation and gyres patterns,

* Improved baseline and temporal data on key ecosystem indicators;

* Improved regional and interagency cooperation;

* Inclusion of baseline resultsin Belize' s “ State of the Reef” report; and

» Clear local ownership of the methodology.

Component 3. Promoting Sustainable Use of the MBRS
(US$1.9 million, GEF funding US$1.12 million)

Component Rating: M oderately Satisfactory

Objective: To support the introduction of new policy frameworks and management tools
to increase institutional capacity, disseminate key information, and create the necessary
incentives for stakehol ders to shift toward patterns of sustainable use of MBRS resources.

Subcomponent A - Promotion of Sustainable Fisheries Management

Working with local fishers, researchers, and MPA personnel, the project identified fish
spawning aggregation sites (SPAWS) and established monitoring protocols for those
areas. Trainings and workshops, including the first regional workshop involving fishers,
community leaders, NGOs, and agency personnel, moved the area toward consensus on
policy and best practice guidelines. Extensive trainings to promote alternative
livelihoods, principally carried out by local NGOs, built new constituencies and training

capacity.

Subcomponent outputs:
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» Policy agreements and regulation standardization on gill net use and on conch,
lobster, and snapper takes;

» Agreement on seasons for lobster and queen conch;

e Four training manuals (themes: business management and tour guiding) that
contribute to sustainable tourism; and

» Training of over 300 individuals on various aspects of sustainable tourism
development and practices.

Subcomponent outcomes:

» Groundbreaking regional cooperation on sustainable use of the MBRS;
» Policy dialogue among the four participating countries,

* New dialogue between fishers and policymakers,

» Elevated profile of the importance of conservation of the Reef; and

* New constituencies for sustainable activities.

Subcomponent B - Facilitation of Sustainable Coastal and Marine Tourism

This subcomponent sponsored regional forums to establish baseline information and
clarify the current tourism landscape in the MBRS region. Severa important policy
guidelines were developed including the Policy Proposal for Sustainable Cruise Tourism
in the MBRS Region and a Training Manual on Environmental Impact Assessments. All
documents were produced in English and Spanish.

Subcomponent outputs:

* Regiona tourism forums that raised the profile of conservation and the
environment in regional tourism;

* “Training Manua on Environmental Impact Evaluations and Environmental
Auditing of Coastal Marine Tourism Operations and Infrastructure”;

* A new policy proposal for cruise tourism in the MBRS region.

Subcomponent outcomes:

» Elevated profile of the importance of conservation of the reef system;

* New constituencies for sustainable activities;

* Increasing involvement of the tourism sector in sustainability issues,

* Increasing interest of governmental ministries involved in tourism regulation
throughout the MBRS.
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Component 4. Public Awareness and Environmental Education
(US$1.5 million; GEF funding US$1.26 million)

Component Rating: Satisfactory

Objective: To increase environmental awareness among a variety of stakeholders and
develop the human capital necessary to plan and manage the diverse resources of the
MBRS within a proven framework of conservation and sustainable use.

Subcomponent A. Development of an Environmental Awareness Campaign

This subcomponent created and fostered constituencies for sustainable reef use by
working with public and private sectors to increase recognition of the importance of the
MBRS to the tourism and fishing industries, and all those who benefit from the
environmental services the reef provides. The MBRS Project website is particularly
notable as a high-quality source of educational materials, scientific data, training and
management manuals, and Project information.

Subcomponent outputs:

* Prepared and distributed more than 550 “Environmental Eco-tips’ containing
practical advice for preventing pollution of coastal marine ecosystems;

e At least 1,000 posters and 1,200 brochures on cultures in the MBRS were
distributed in English, Spanish, and Garifuna;

* Production of the Regional Strategy for Environmental Awareness and the
Manual of Graphic Standards for the institutional |ogo;

* Provided materials and support to other components of the project such as
graphics, and sociocultural data, and assisted in communication and outreach;

» Training for press chiefs in environmental ministries;

» Publicity spots on appropriate fishing techniques for radio;

* Numerous T-shirts, caps, posters, and other promotional material to “brand” the
MBRS activities; local and regiona TV and radio spots to promote environmental
awareness,

» Nationa Journalists Workshop to promote activities in Belize and Guatemala; and

* Innovative program to put conservation messages in utility bills.

Subcomponent outcomes:
» Greatly elevated the profile of the MBRS at the national, regiona, and
institutional levels;
» Created new constituencies for MBRS conservation in institutions (government
ministries and educational institutions); and
*  Wider distribution of MBRS materials.
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Subcomponent B. Formal and I nformal Education

The project wisely invested in future generations by introducing educational curriculums
and training methods that teach the value of the MBRS and its importance to the lives of
all members of the region. A leader in the development of school curriculums in Belize
said that the MBRS Project not only helped revamp the entire natural history curriculums
regarding the environment, but that it aso brought a dynamic new methodology for
curriculum development that was now being used countrywide. Curriculum uptake has
been slower in Guatemala, Honduras, and Mexico, where national curriculum review is
more complicated. It is expected that the MBRS-devel oped curriculums will be integrated
Into the schools as new curriculum reviews are undertaken in al four countries.

Subcomponent outputs:

* Preparation and production of teachers' guides;

* Regional teachers workshops to promote environmental awareness in teaching
activities and to demonstrate products available through the project;

» Traning of teachers astrainers for promoting MBRS-devel oped materials;

* National Workshops in Omoa and Utila in Honduras, Puerto Barrios in
Guatemala, and five local workshops in Punta Gorda, Sartengja, South Water
Caye, Belize City, and Dangriga in Belize; two local workshops in Puerto Cortes
and Cuyamel in Honduras; 657 teachers trained; 5 teacher workshops in Mexico;
and 514 teachers trained.

Subcomponent outcomes:
» Created new constituencies for MBRS conservation in ingtitutions (government

ministries and educational institutions); and
* New methods for curriculum generation for public education.
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Annex 3. Economic and Financial Analysis

N/A
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Annex 4. Bank Lending and I mplementation Support/Supervision Processes

(a) Task Team Members
Names

Lending
Marea Eleni Hatziolos
John Kellenberg

Arsenio Rodriguez

Juan Martinez

Luz Zeron
Irani Escolano
Ferenc Molnar
Jeff Lecksell

Katherin George Golitzen

Lourdes Guzzone
Bari Robin
Reynaldo Pastor

Supervision/ICR
Dinesh Aryal

Edward William Bresnyan
Irani G. Escolano

Carlos Eduardo Gallegos Kattan
LinaMarialbarra Ruiz
Emmanuel N. Njomo

Diana P. Rebolledo
Nelvia Diaz

Luz A. Zeron

CharlesDi Leva
Gunars Platais

Title

Task Team Leader
Natural Resource Economist

Consultant

Social Scientist

Financial Management Specialist
Procurement Specialist
Legal Specialist
Cartographer

Consultant

Team Assistant
Operations Analyst
Legal Specialist

Operations Officer
Sr. Rural Development Economist
Procurement Spec.

E T Consultant
Junior Professional Associate
Consultant

Language Program Assistant
Language Program Assistant

Consultant

Legal Specialist
Sr. Environmental Economist
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Unit

ENV
LCR

LCSEN

LCSSO

LCSFM
LCSPT
LEGLA
GSDPG

ENV

ENV
ENV
LEGLA

LCSEN
LCSAR
LCSPT

LCSSD
ENV
LCSFM

LCSAR
LCSEN

LCSFM

LEGLA
LCSEN

Responsibility/
Specialty

Coastal and Marine
Resources
Management

Environmental and
Natural Resource
Management

Socia Science,
Indigenous Peoples

Editing and Quality
Control
Contracting and SAP

Procurement
Natural Resource
Management

Financia
Management
Financial
Management

ICR Author



(b) Staff Time and Cost

Stage of Project Cycle

Lending
FY98
FY99
FY00
Fy01
Fy02
Fy03
Fy 04
FY05
FY 06
Fy 07
Fy08

Supervision/ICR
FY98
FY99
FY00
Fyo1
FY02
FY03
FYo4
FY05
FY06
FY 07
FY08

Staff Time and Cost (Bank Budget Only)

Total:

Number of Staff Weeks

4.81
26.87
26.83
23.00

81.51

15.04
14.87
10.38

9.33
42.55
19.29

7.00

Total: 118.46
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US$ Thousands (including
travel and consultant costs)

17.34
96.83
91.73
86.87
0.08
0.00
0.00
0.00
0.00
0.00
0.00
292.85

0.00
0.00
0.00
0.00
111.60
58.38
139.11
78.10
114.04
67.40
14.19
582.82



Annex 5. Beneficiary Survey Results

Not applicable
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Annex 6. Stakeholder Workshop Report and Results

Not applicable
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Annex 7. Summary of Borrower’s|CR and/or Commentson Draft ICR
Executive Summary

The Mesoamerican Barrier Reef System (MBRS) Project was satisfactorily implemented,
for the most part, with a lesser degree of success in the fisheries and tourism sectors.
Marine Protected Areas (MPAS) benefited tremendously from investments made in
management planning and institutional strengthening. The Synoptic Monitoring Program
and the Regional Environmental System were successful in establishing a regional
baseline on reef health, on which future monitoring efforts can be based and decisions
made for the improved management of this global resource. Primary and secondary
schools in the region are now formally teaching a reef conservation curriculum, while
building solid reef conservation awareness among both children and adults. The Project
has placed reef management issues at the forefront of the political agenda at the highest
possible level in the region, and has achieved a significant milestone by getting three of
the four countries to sign off on a first set of harmonized policies and norms for the
sustainable management of MBRS resources. The MBRS Project has placed the region
on the global map and has played a major catalytic role in attracting world attention to the
region, especially as it relates to the large number of international actors now having a
major presence in the region.

Severa lessons were learned relating to project design. The most significant include the
importance of the definition of scale and added value in the regional approach, to avoid
investments in regiona projects being perceived as substitutes or disincentives for
national investments. The need for broad stakeholder consultations and an impartia
institutional identity is crucia for the credibility of the project preparation process. The
need to comprehensively assess proposed activities beyond the Performance Indicators
was very evident in the alternative livelihood activities. The lack of true private sector
involvement in the tourism activities of the project clearly demonstrated that the design
for this component was weak in its approach, especialy when the proposed outcomes
require voluntary investments and adoption by the tourism sector. In addition, limited
participation by the regulatory agencies of tourism in the decisionmaking structures of the
project aso contributed to poor delivery of that component of the project.

The dynamic and complex nature of regional projects such as the MBRS require tailor-
made institutional arrangements for their successful execution. Administrative guidelines
developed initially for national projects do not necessarily address the needs of regiona
projects. Future projects such as this one require specia attention in the development of
operational manuals and other administrative guidelines, which truly capture their
regional nature and provide the flexibility needed for effective project implementation.

The sustainability of many of the processes initiated under the MBRS is dependent upon
the provision of external financia support. Beyond a second phase of the MBRS, a
permanent institution is needed to absorb, expand, and continue the initiatives of the
project to ensure the long-term achievement of the intended objectives: the conservation
and sustainable use of MBRS resources.



1. Project Evaluation (Scope and Approach)

This Implementation Completion Report (ICR) for the Conservation and Sustainable Use
of the Mesoamerican Barrier Reef System Project (MBRY) is based primarily on the final
report of the “Terminal Evaluation of the Mesoamerican Barrier Reef Systems Project,”
published in March 2007. The Project’s Extension Period concluded on June 30, 2007;
therefore, this ICR includes additional aspects that the Terminal Evaluation may not have
addressed, and other opinions of the Central American Commission on Environment and
Development (CCAD), the Executing Agency of the MBRS.

The MBRS was evaluated by ateam of three highly qualified independent consultants, in
accordance with terms of reference developed and approved specifically for that purpose.
The team evaluated Project components according to the descriptions and stipulations in
the Project Appraisal Document (PAD), Annual Work Plans, Technical and Financial
Progress Reports, World Bank Supervision Reports, Independent Auditors Reports, and
with particular attention to compliance with Performance and Outcome Indicators as
presented in the Project’s Logical Framework Matrix in Annex 1 of the PAD, and as
amended in response to recommendations of the Mid-Term Evaluation of the MBRS.

2. Achievement of Project’s Development Objective

The Development Objective of the MBRS Project was to assist the countries of Belize,
Guatemala, Honduras, and Mexico to manage the MBRS as a shared regiona ecosystem,
safeguard its biodiversity values and functional integrity, and create a framework for its
sustainable use. The Project’s achievement of this development objective is rated as
Satisfactory to Highly Satisfactory.

Working across the borders of four countries in multiple sectors and across multiple
disciplines is a monumental task. Stakeholders and managers are not used to thinking
beyond their borders and thus have major difficulties differentiating between national and
regional priorities, especialy as they relate to prioritization of investments on the ground.
Numerous stakeholder consultations across multiple levels during project design proved
to be chalenging but crucial for reaching agreement on a regional approach to the
management of transboundary resources. The availability of an MBRS Action Plan with
national and regional priorities facilitated this task to some extent, but also proved to be a
double-edged sword.

Nevertheless, the four countries participating in the MBRS showed great ownership of
the regional approach, despite total acceptance that it was innovative in many aspects and
essentially represented “uncharted territory” in maritime transboundary cooperation in
this part of the world. Six years later, countries now fully embrace the regional approach
to managing the Mesoamerican Barrier Reef as the only viable approach, and have
demonstrated this via the adoption of various harmonized policy and management tools
developed specifically by the MBRS. Countries have gone further to recognize and
formally agree that the approach should be more integrated to include root causes of
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threats to the Mesoamerican Barrier Reef, expanding the approach to address land-based
sources of pollution via watershed management interventions. The political support of the
MBRS at the highest levels, and broad stakeholder participation, coupled to tangible
results, were al key elements for the achievement of the MBRS's Development
Objective.

3. Achievement of the Project’s Results (Components)

The achievement of Project’s results by component is presented below. Performance
ratings were assessed using the following symbols:

HS = Highly Satisfactory S = Satisfactory
MS = Moderately Satisfactory MU = Moderately Unsatisfactory
U = Unsatisfactory HU = Highly Unsatisfactory
Overal Project Rating/Outcome: SHS
Quality at Entry: HS
Assessment of Project Results by Component
Component 1. Marine Protected Areas SHS
Component 2. Regional Environmental Information System SHS
Component 3. Promoting Sustainable Use of the MBRS MS
Component 4. Public Awareness & Environmental Education HS
Component 5. Project Management HS

4. Project Impact and Sustainability
a Impacts

In general, the Project’s impact can be rated as Satisfactory to Highly Satisfactory. The
project achieved an unprecedented level of regional cooperation and coordination among
the four participating countries in the sustainable management of this globally significant
ecosystem. The regional focus, broad participation, and ownership engendered in the
project have demonstrated the possibility of intergovernmental cooperation and
agreement for transboundary natural resource management. The Synoptic Monitoring
Program has created an initial regiona baseline and database that provides a foundation
for the establishment of a comprehensive regional database to inform policy decisions
and guide future conservation agendas for the region. The institutional strengthening of
existing Marine Protected Areas (MPAS) and capacity building for managing those areas
have significantly improved the possibility of meaningful conservation throughout the
MBRS region. In a number of cases, the Project turned MPAs from marginally
functioning, well-intentioned efforts into functional MPAs that were able to leverage
funding elsewhere and undertake meaningful management. The Project established an
important cadre of trained technicians and managers in environmental monitoring and
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MPA planning and management, developing a series of training tools that are now used
in different parts of the world, demonstrating a clear extraregional impact. Another
notable impact is the high level of awareness regarding reef health that now exists in the
region compared to six years ago. Schools in the region are now engaged in the formal
teaching of reef conservation themes, as a result of curriculums developed by the Project.
Numerous opportunities for dialogue among fishers were created, included the first-ever
Mesoamerican Fishermen's Congress, in which al presenters were the fishers
themselves.

The Project placed reef conservation and management on the agenda at the highest levels
of government across the four MBRS countries, and achieved the harmonization of
transboundary policies in MPASs, fisheries, and tourism. Finaly, the Project played an
important catalytic role in attracting global attention to the region, resulting in a large
number of conservation and academic actors now investing and researching in the
Mesoamerican Barrier Reef System.

b. Sustainability

Sustainability of a significant portion of the Project’s outcomes is likely. These include:
adoption of a common policy framework for sustainable management of resources in the
areas of fisheries, tourism, and MPAs; benefits derived by MPAs from having adequate
infrastructure and management tools, methodologies developed for measuring MPA
management effectiveness; increased local capacity to manage MPAs; methodol ogies for
synoptic monitoring of the reef system; a framework for a regionwide database for
storing and analyzing data; an extensive body of new conservation literature including
policy documents, training manuals, and technical papers, and an institutionalized
environmental education curriculum.

The sustainability of other outcomes such as reef monitoring is moderately unlikely in the
absence of continued external support or a more assertive ownership by national
ingtitutions. Likewise, the long-term sustainability of the SMP is moderately unlikely
without a large contribution from either a follow-on project or another donor, especially
since continued monitoring is an expensive but necessary activity, but outside the
budgetary capabilities of national institutions. Without it, monitoring of al reef variables
is at risk of being decreased or discontinued in all sites. Most important, the monitoring
of water pollution and water quality, components that require a large amount of funding
and analysis, will most likely be seriously threatened.

The sustainability of MPA management is only moderately likely if long-term partners
are not forthcoming in the near future to assist the ministries in charge of MPAs with
additional financing and personnel. The sustainability of the alternative livelihoods
component is unlikely without a more comprehensive approach, broader partnerships
with NGOs and other organizations, a substantial increase in financing of these activities,
and the establishment of an institutional mechanism to provide necessary follow-on and
technical assistance beyond the life of the Project.

37



The funding gap between the Project’s end and the proposed second phase threatens the
capacity developed under the first phase of the project. This is particularly true for the
PCU, because one of the strongest assets of the MBRS Project is its highly experienced
staff. This threat also extends to some of the partnerships established by the Project,
including those conducting anayses (for example, water quality, contamination, and GIS
data processing) and based at universities or other research-based institutions.

The leaders of the four countries have reaffirmed their commitment to the protection of
the reef, and are actively seeking financing for the second phase of the MBRS 15-year
Action Plan. In the case of Mexico, additional difficulties are posed by the overlap of
natural resource management jurisdiction between federal- and state-level entities. The
involvement of CCAD elevated the profile of the MBRS as a system of regiona
Importance at the ministerial level, which should produce continued institutional interest.

There are serious environmental threats to the MBRS, intrinsic to developing countries—
pervasive poverty and population pressures that are beyond the scope of any single
project.

Threats to the MBRS will not be addressed without a significant commitment from the
international community to assist the four countries to tackle some of these issues. These
threats will not be negated by a single project, and continued support will have to be
sought from a variety of sources to systematically address these threats. The strong
foundation set by this project, however, provides a sound framework for future
investments. It is clear that a regional Mesoamerican Barrier Reef institution that can
provide continuity to the processes and outcomes of the MBRS Project(s), and ensure the
necessary sustainability and further development of sound transboundary management, is
in order.

5. LessonsL earned

a. Project Design

The design of a transboundary project that is multidisciplinary in nature requires careful
analysis of the outputs and outcomes being proposed, the inputs and processes required
for their delivery, the challenges posed by legal circumstances across borders, the
imminent apparent competition among national and regional interests, and their resulting
Impacts on resource mobilization, distribution, and investments. The design of the MBRS
Project captured most of these considerations, but proved to be weak in other aspects that
were overlooked, but which were not obvious at the time of project design.

The fact that in 1998 the transboundary approach was a relatively new concept with not
many successfully demonstrated examples around the world meant that this approach was
a “concept in evolution” and that there was a lot to be learned as the concept matured.
The first lessons to be appreciated from the design of the MBRS are the fact that: (a)
regional priorities do not compete with national priorities if issues of scale and value
added are properly articulated, and (b) the sum of “nationally” prioritized interventions
across countries is not equivalent to a regiona approach. The regiona design of the
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MBRS Project allowed for the strengthening of national priorities, providing the enabling
environment for additional resources to be leveraged elsewhere to finance nationa
activities, while MBRS resources were strictly concentrated on providing incremental
value. A project design that allows for the funding of nationally identified priorities
“disguised” under aregiona approach essentially ignores the very incremental value the
regional approach is supposed to provide and may be easily interpreted as both a
substitute and a disincentive for national investments.

An important lesson in the design of the MBRS Project was the importance of broad
stakeholder participation. The multisector and multidisciplinary nature of the issues
addressed demanded exhaustive consultations at all levels. Four primary sectors and six
different disciplines across four countries were consulted. One invaluable lesson learned
Is the fact that there is no direct relationship between consultations held with the upper
levels of decisionmaking and the degree of success achieved at the lower levels of
execution. Every key stakeholder at every level in institutions across the countries, both
governmental and nongovernmental, required their own convincing until ownership of
the Project’s concept and proposed objectives was achieved. This lesson challenges the
common belief in Latin American governance culture that approval by superiors is
synonymous with subordination below. This multilevel consultation gave the project an
unprecedented degree of ownership by hundreds of stakeholders throughout the region
that participated in the preparation process, creating a favorable environment for
successful project implementation. This approach to project design is ideal but very
expensive. Project principals, however, must be convinced of this need and be desirous of
making the necessary investments in project design to maximize delivery of the project’s
proposed outputs and outcomes. Too often compromises in project design end up
sacrificing key project outputs and reducing project impact.

In addition to the need for broad consultations, project design needs to be sensitive to the
asymmetriesin institutional capacity that exist among countries and among sectors within
a given country. Understanding these differences in a country may sometimes mean
understanding where the relative decisonmaking power lies, and thus how project
preparation needs to adjust to best benefit from these asymmetries. Understanding where
the economic, socia, and political strength of targeted sectors lies may mean the
difference between a successful or a failed project preparation process. The most
influential sector in a country may not carry over to a neighboring country that is aso in
the project, demanding a cross-border multisector balance between the key players of the
project.

The institutional arrangements included in the project design played a key role in
ensuring participation and securing the required political leadership. Beyond reaching
agreement on the technical design of the project, a neutra supranational body was
indispensable for providing impartia credibility to the project preparation process. The
CCAD, through a Project Preparation Coordinator, played this role, leading up to the
successful negotiations of the Project with the GEF and the World Bank, and in ensuring
the establishment of the Project Coordinating Unit in Belize.
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b. Project Execution
There were many lessons learned in Project execution, most of which have been
addressed in the Terminal Evaluation and others in the body of the ICR Report itself.
This section will attempt to provide additional information or a different perspective on
those issues already raised, and will also include some other lessons that might not have
been mentioned before.

Shortcomings in Conceptual Design: There were severa challenges experienced during
project execution that were mainly aresult of issues that were overlooked during project
design. The best example of this is the alternative livelihood component of the project,
which focused at the training of fishers in alternative income-generating activities.
Substantial sums of money were invested in training fishers in tour guiding, kayaking,
sport-fishing, and as recreationa dive guides, and the project exceeded the anticipated
number of trained people. From a Performance Indicator perspective the Project did well;
from an impact perspective, the same cannot be said. When this subcomponent was
designed, no consideration was given to the magnitude of the challenges involved in
introducing a new aternative to a fisher. Many of the fishers in the region have
absolutely no interest in becoming tour guides, yet all investments were focused on tour-
guiding. Taking on this new alternative assumed that there is enough market demand to
absorb these services, but underestimated the start-up financial capital required to get the
aternative moving. Newly trained fishers had no knowledge of market dynamics and
structure, and had no idea how to access and compete in the tour-guiding marketplace.
The project effectively executed the activity as designed, but it was not designed to be
effective.

Another example of complications in Project execution refers to the tourism
subcomponent of the project. The activities were designed to impact the tourism sector,
but they were not designed with the private sector in mind. All of the proposed measures
to be introduced required the ownership and leadership of the private sector, not the
regulatory agencies. The codes of conduct and certification processes that were
contemplated require both financia investments and voluntary adoption by the private
sector, yet they played a minor role in the execution of the tourism subcomponent of the
Project. In addition, the governance structure of the Project did not include the Tourism
Ministries as part of the primary decisionmaking body of the Project. The leading
government tourism agencies felt “sidelined” and showed no true commitment in trying
to engage the sector in long-term tourism best practices under the MBRS initiative.

Institutional Arrangements. The fact that the Project’s overall performance was rated as
Satisfactory to Highly Satisfactory suggests that institutional arrangements were
appropriate enough to ensure efficient operations and maximize performance. This
suggestion is generally true; however, there are a few issues worth mentioning, because
these would be useful considerations for a second phase of the MBRS and for other
similar projects that may be developed in the future.

The necessary follow-up of numerous activities across four countries requires an intense
and persistent presence of the Project staff and carries a high transaction cost. The MBRS
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Project worked with four ministries in each of four countries, more than 30 NGOs, and
over 200 people on a continuous basis. The scale of operations and the necessary delivery
of the Project’'s Performance Indicators, while ensuring broad participation, is a
monumental task when being implemented simultaneously in multiple countries. The
amount of in-house paperwork, communications, supervision, and personal follow-up is
several degrees of magnitude greater than what is usually required for national projects.
In addition, it is inappropriate to apply conventional budgetary restrictions on
administrative expenses to a project like this; such a project requires budgetary flexibility
to address ever-changing and unexpected needs. It is a fact that regiona projects carry a
high transaction cost, and project principals have to be convinced that the proposed
outputs and outcomes of regiona projects are worth the higher levels of investments in
administration. Complex transnational deliverables cannot be achieved with
administration investments designed for national projects. Such an approach restricts
proper delivery of project outputs and creates a high level of risk for successful project
implementation.

Consistent with the above is the fact that more activities ssimply mean more transactions
and processes. This demands a complicated administrative system, and clear and
complete administrative procedures, with rigorous internal controls. A proper system of
internal controls requires clear separation of functions and thus the need for more
administrative personnel, meaning higher administrative costs. In addition, established
international procurement procedures were designed to address national projects, and
they introduced an additional layer of complexity in aregiona project where investment
thresholds per procurement procedure vary among the countries participating in the
regional project. Depending on the size of the contract to be procured, these thresholds
may mean eliminating bidders from one or more of the project’s countries from the
bidding process, creating unrest and expressions of dissatisfaction among the
participating countries. On a similar note, because thresholds placed on investment
categories during project design are simply estimates, necessary adjustments to these
categories should be via simple administrative request. The need to have the legd
agreement amended every time the project needed to make adjustments to investment
categories imposed unnecessary delays and frustrations on project execution.

Other issues relating to Project Execution are better described under Coordination and are
thus presented below.

c. Coordination
A project such as the MBRS is al about coordination. It is impossible to get anything
done in this type of project without the synchronized coordination of many people, at
various levels, in varying roles, in numerous disciplines, across four countries, and
including many institutional partners that are outside the geographic scope of the project.
This kind of undertaking requires creative and labor-intensive approaches to
coordination. The formal coordinating structures defined in the governance framework of
the Project are in no way enough to achieve the objectives proposed in the MBRS
Project. No single academic training can prepare a person for the profile needed to
achieve effective coordination of a multicountry, multisector, and multidisciplinary
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project. The nature of the project demands a coordination approach that is characterized
by continuous and effective negotiation techniques, adaptive management skills,
institutional |eadership, and political sensitivity. The frequent occurrence of conflicts
among stakeholders is inherent in this type of project, and the coordination traits
described above are the key ingredients for consensus building and effective conflict
resolution.

Coordination with key project principals proved to be very effective throughout project
execution. The same cannot be said for some players in the region, in particular certain
international NGOs. The MBRS Project established a high level of transparency and
access to Work Plans, Technical and Financial Reports, and Technical documents. The
same was requested by the MBRS of certain actors and potential partners in the region,
who, six years later, are yet to disclose information to the level done by the MBRS. This
lack of reciprocal consideration and transparency made effective coordination with
certain actors extremely difficult. In addition, every potential partner had their own
convenient definition of what coordination means, which was rarely ever compatible with
a genuine interest to do joint investments on the ground. Nevertheless, the MBRS
established an unmatched coordination record with over 40 local NGOs and universities
in Belize, Guatemala, Honduras, Mexico, and with others outside the geographic scope of
the Project.

The continuous level of consultation and coordination required by the MBRS Project
Coordinator makes the position seem likeit is an itinerant job. Frequent travel is required,
which takes a heavy toll on the physical health of the Project Coordinator, but is
indispensable for Project success. The dynamism of the project chalenges conventional
administrative guidelines established for travel, and requires that, for the future, specific
guidelines are developed that appropriately capture the nature of the travel and the
circumstances that are outside conventional procedures.

Recommendations
1. Project Design

a. Project design must be sensitive to al asymmetries within and among countries
participating in the Project.

b. Ensure that issues of scale and the added value provided by the regional approach
are properly articulated. Activities to be funded by regional projects should not be
perceived as substitutes for or disincentives to national investments.

c. Do not compromise proper project design simply in response to cost limitations
imposed by artificial budget ceilings. The costs of poor delivery of project outputs
and outcomes will be far more expensive than the additional investments made
during project preparation.

d. The outcomes of proposed investments must comprehensively address all factors
that determine the impact of project activities, including but not limited to:
secondary costs, cultural adaptations, political viability, and capital and market
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requirements. Efforts must be made to ensure that the definition of Performance
Indicators is comprehensive enough to secure delivery of project outcomes.

The technical outputs achieved in phase 1 of the MBRS Project are exemplary
and must be applauded; however, from an ecosystem perspective, only if a
comprehensive watershed approach is adopted will the threats to the Reef be
properly addressed. Thisisthe focus of a proposed second phase.

All technical outcomes and indicators at the regional level must lead to the
formulation, adoption, and implementation of policies and norms at the national
level. Policy adopted at the regional level is ineffective unless incorporated into
the national regulatory framework. This national incorporation will be a primary
focus of the second phase of the MBRS Project.

2. Project Execution

a

Proper project execution requires tailor-made institutional arrangements. While
conventional guidelines provide an effective means of ensuring proper
administrative procedures, their lack of flexibility creates administrative hurdles
to effective project execution, at the expense of timely output delivery.

Ceilings for administrative expenses for regional projects should not be
determined based on percentages used for national projects.

Adaptive management requires greater flexibility in reallocating budgets to
project activities based on shifting country needs, without having to resort to
project amendments, which incur high transaction costs. Delivery of Performance
Indicators should be the driving force behind project investments, not the
thresholds estimated for investment categories.

The dynamic nature of regional projects demands a high level of movement of
project staff among countries and partners. This unusual amount of travel, under
varying circumstances, will many times pose challenges to the guidelines that
were developed for nationa projects. Specific guidelines must be developed to
appropriately address the needs of regional projects. Thisis especially required to
establish clear and unmistakable guidelines for representation costs and travel
under unusual circumstances, and should not be left to discretion.

Project execution must ensure maximum ownership by principas at all levels,
while ensuring that every investment contributes to the predefined list of outputs
and outcomes.

3. Coordination

a

b.

Another phase of the MBRS needs to broaden its governance structure to better
represent all key sectors on the Steering Committee. This is crucia for true
ownership by the tourism sector, and for creating the necessary participation
opportunity for the agriculture and forest sectors, consistent with the ridge-to-reef
approach.

The Technical Working Groups must be strengthened and broadened to include
participation of international NGOs, with a clear understanding of reciprocity.



c. Opportunities for strategic collaboration must be created with al partners in the
region, especialy in light of the magnitude of the threats existing in the MBRS
and the fact that a joint collaborative effort is required to effect the desired
change.

d. Meaningful and effective regiona coordination is expensive. Future initiatives in
the region must consider the cost of coordination as arequired expense.

4. Sustainability

a. Investments made by MBRS phase 1 require the support of immediate follow-on
Investments to be able to consolidate most of the processes and results initiated.

b. The region by itself cannot meet all of the required expenses at this time, and
external funding isindispensable.

c. Thelong-term sustainability of all investments made by both the first and second
phases of the MBRS will require establishment of a permanent institution to
absorb, expand, and carry through the initiatives to their ultimate objectives.



Annex 8. Comments of Co-financiersand other Partners/Stakeholders

These have been incorporated into the main text, where relevant.
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Annex 10. Amendment to Grant Agreement TF027739

Central America Commission on Environment and Development
Conservation and Sustainable Use of the M esoamerican Barrier Reef System
Project Design Summary

Hierarchy of Objectives

Key Performance Indicators

Monitoring and
Evaluation

Critical Assumptions

a. Sector-related CAS
Goal:

Reduced rural poverty and
improved environmental
security through

sustai nable management of
natural resources.

b. GEF Operational
Program:

To enhance protection of
ecologically unique and
vulnerable marine
ecosystems through
introduction of an
ecosystem approach to
conservation and
sustainable use.

Sector Indicators:

More rational use of coastal
and marine resources to
balance economic devel opment
and conservation needs.

Increased human and
institutional capacity for
environmental management.
Maintenance of ecological
integrity, resilience to natural
disturbance, and continued
productivity of MBRS.

Sector/Country Reports
National surveys, sector
work in environment
and social policy.

Regiona Monitoring
and EISreports, MBRS
Atlas, and targeted
research reports.

(Goal to Bank Mission)

Other externalities do not
undermine social and
economic benefits from
integrated management of
the coastal zone.

Climate-change-rel ated
phenomena do not swamp
natural resilience of coastal
and marine ecosystems to
moderate levels of stress
and periodic disturbance
nor generate unanticipated
social response.

Global Objective

Outcome/l mpact | ndicators

Project Reports

(Objective to Goal)

To assist the countries of
Belize, Guatemala,
Honduras, and Mexico to
manage the MBRS as a
shared, regional
ecosystem; safeguard its
biodiversity values and
functional integrity; and
create aframework for its
sustai nable use.

Global Objectives

To enhance protection of
the ecologically unique
and vulnerable marine
ecosystems comprising the
MBRS by assisting
riparian nations to
strengthen and coordinate
national policies,
regulations, and
institutional arrangements
for the conservation and
sustainable use of this

« Biological representation
and ecological
interconnectivity maintained
in coastal and marine
ecosystems throughout
MBRS.

»  Ecoregional approach to
MBRS management
incorporated into
conservation planning at
local, national, and regional
levels.

e  Stepstoward
harmonization of relevant
policies and legidlation
regarding MPA
management in
transboundary areas,
sustainable fisheries
management, sustainable
tourism devel opment, and
protection of coastal water
quality agreed and initiated
inall four countries.

e Forumsfor regional
cooperation at technical and

(@) Annual reports of
CCAD,
SEMERNAP (MX),
CZMA-I (BZ),
CONAMA/
Secretariat on the
Environment (GT),
and SERNA (HN).

(b) Changesin policies
or operating
guidelinesin
relevant sectors (or
in standards and
regulations, e.g.,
use of EIA and land
use planning
governing resource
use).

(c) Surveys of donors,
multilateral
projects, and
academia.

(d) Investment trendsin
tourism sector.
(e) Regional coastal

National interests do not
undermine incentives for
regional approachesto
management of
transboundary
systems/resources.

CCAD issuccessful in
raising awareness of
MBRS policy issuesand in
prioritizing harmonization
of policies and legislation
on SICA agenda.

Lack of precedents for
regional cooperation at the
technical level do not act as
abarrier to creation of new
institutional arrangements
for such collaboration on
the ground.

Appropriate measures are
being implemented at local
and national levelsto
mitigate land-based sources
of pollution.
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Hierarchy of Objectives

Key Performance I ndicators

Monitoring and

Critical Assumptions

Evaluation

global public good. policy levels operational. development plans

(in Belize,

Honduras, and

Mexico).
Outputs from each Output I ndicators Project Reports (Outputs to Objective)
Component:
Regional network of e MPA databasdine (@) Review of Thereis sustained political
MPAS ensuring established and monitoring completed and budgetary commitment

geographic and ecosystem
representation established

programs implemented by
PY 4.

(b)

management plans.
Project biannual

to management of MPAS.

and/or strengthened +  10-year management plans reviews and
throughout the MBRS. developed for 4 MPAs by supervision reports.
PY3. (c) Technical reports of
«  2-year operational monitoring
plans/updates devel oped for activities.
15 MPAs by PY4. (d) Course evaluations
« 160 people trained in MPA completed by
management by PY5. trainees.
e Infrastructure and
equipment provided to two
regional MPA complexes by
EOP.
e Basic equipment provided
to 11 MPAs by EOP.
Increased knowledge and e Synoptic Monitoring (@) Monitoring reports Sufficient supply of

dissemination of
information relating to
coastal and marine
ecosystem health in the
MBRS.

Program designed and
under implementation by
PY2.

e Web-based, distributed
regional EIS established
and operational by PY 3.

e 15 baseline reports on
MBRS ecosystem health
produced and disseminated
by PY5.

e 32peopletrainedin
operation and management
of EISbhy PY5.

e Basic equipment and
infrastructure provided to
four national nodes of EIS
by PY2.

e Basicfield-monitoring
equipment provided to
implementing organizations
by PY2.

(b)

©

and technical papers
incorporated into
EIS.

Project biannual
reviews and
supervision reports.
International access
to knowledge
generated regarding
MBRS via web-
based EIS.

technical assistance
specialized in sustainable
management of coastal and
marine resources are
available.

MBRS stakeholders are
willing to harmonize data
access agreements for use
of informationin EIS.
Required counterpart
funding isavailableon a
timely basis to support
participation of technical
working groups and
maintaining EI'S nodes.
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Hierarchy of Objectives

Key Performance I ndicators

Monitoring and
Evaluation

Critical Assumptions

Increased opportunities for
sustainable use of coastal
and marine resources
developed.

Formulation of draft
regional strategy for
management of spawning
aggregation sites
completed by PY5.

168 peopletrained in
sustainable fisheries
management and
aternative income-
generating activities by
PY5.

Catal ogue of exemplary
practices for coastal and
marine tourism industry
developed by PY 2.
Regiona environmental
certification program
designed and implemented
by PY5.

Marine tourism exemplary
practices study tour
designed and executed for
“emerging” marine tour
operators by PY 2.
Analysis of tools for
voluntary compliance with
harmonized policies
related to use of MBRS
resources.

236 peopletrained in
sustai nable tourism-rel ated
activities by PY5.

At least 35% of fishers
trained in alternative
livelihoods gener ating
50% of their income
from the new alternative
by June 2006.

@

(b)
©

(d)

C)

Technical reports of
fisheries monitoring
activities.

Review of draft
regional strategy.
Project biannual
reviews and
supervision reports.
Course evaluations
completed by
trainees.

Review of technical
reports relating to
sustainable tourism,
including catal ogue
of exemplary
practices and
regional
certification
program.

Political will exist on the
part of national-level
authorities to adopt a
regional strategy for
sustainable fisheries
management.

Increased public
awareness of the
importance of and demand
for the conservation of the
MBRS at regional and
international levels.

160 schoolteachers,
community leaders, and
business leaders trained in
MBRS concepts by PY5.
10,000 copies of training
materials distributed by
community leaders

throughout MBRS by PY 5.

At least 200 people being
ableto say that they can
appreciate the benefits of
rationally using MBRS
resour ces by June 2006.
At least 6 beacheswith a
reduced volume and

@

(b)

©

Project biannual
reviews and
supervision reports.
Course evaluations
completed by
trainees.
Stakeholder
surveys.

Public sector and civil
society are committed to
incorporating project
lessons into broader
initiatives for coastal
resources management.
Management staff of
regional and national
environmental authorities
and nongovernmental
stakeholders within civil
society adopt good practice
and lessons learned through
training.
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Hierarchy of Objectives

Key Performance I ndicators

Monitoring and
Evaluation

Critical Assumptions

types of solid waste
produced by the coastal
community by June 2006.
4 new spaces created in
major communications
media for the promotion
of MBRS principlesand
objectives by June 2006.

Increased regional
coordination and sustained
collaboration among
MBRS countriesin
management of a shared
transboundary ecosystem.

1 MBRS Regional

Steering Committee, 1
Technical Advisory
Committee, and 5
Technical Working Groups
established and operational
by PY2.

130 schoolsin the MBRS
region using the MBRS
Teacher’sGuide as part
of the curriculum by
June 2006.

120 school children
having participated in
Radio Programson the
conservation of MBRS
resour ces by June 2006.

A set of normsin the
areas of fisheries,
tourism, and protected
areas prepared and
ready for adoption by the
countriesin the MBRS
region by June 2006.

@

(b)

©

@
(b)

Project biannual
reviews and
supervision reports.
Minutes of
meetings of
Steering Committee
and technical
committees.

Review of annual
work program.

Project annual
reviews.

Public records of
laws and
regulationsin
concerned
ministries.

Thereis sustained political
commitment to MBRS
principles.

MBRS Regional Steering
Committee reaches
consensus on annual work
program design and
implementation.
Appropriate expertise and
political authority is
represented on MBRS
Regional Steering
Committee and Technical
Working Groups.

Other donors and partners
agree to cooperatein
design and implementation
of activities within long-
term programmatic
framework.

CCAD effectively
integrates regional
environmental concerns
into SICA economic
agenda.

Analysis of economic
development scenariosin
the region to inform
Program development and
guide design of subsequent
phases PY 2.

Subset of policiesin at
least three critical areas of
shared MBRS resources
management (e.g.,
fisheries, tourism, MPA
enforcement, water quality
standards, EIA protocals,
etc.) harmonized by EOP.

(@) CCAD and SICA
annual reports.
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Hierarchy of Objectives

Key Performance I ndicators

Monitoring and
Evaluation

Critical Assumptions

e CCAD regularly engages
finance and other sectoral
ministries represented
under SICA in
development dialogue.

e Regional environmental
concerns are reflected in
SICA’s economic agenda.

Project Inputs: (budget for each Project Reports (Components to Outputs)
Components/Sub- component)
components: (see Annex
2 for project description)
1. Marine Protected US$5.0 million (@ Annual and Required counterpart
Areas quarterly reports. funding isavailable on a
(b) Procurement timely basis.
records. There is continued political
(c) Evauation reports. support for regional
(d) Copiesof cooperation and national-
contracts. level implementation.
(e) Bank supervision Civil society supports the
reports. principles behind and
(f) Field management implementation of specific
reports. project activities.
2. Regional US$4.4 million Competent staff is
Environmental appointed and maintained
Information System (EIS) to coordinate project
. . activitieson atimely basis.
3. Promotion of US$1.9 million PCU has sufficient
Sustainable Use of the autonomy and authority to
M BRS' . implement project
4. Public Awareness and US$1.5 million activities.
Environmental Education
US$2.4 million

51




Annex 11. Perfor mance I ndicators

Conservation and Sustainable Use of the Mesoamerican Barrier Ref. Systems Project (MBRS)
Project ID: GE-P053349; GEF Trust Fund No. TF027739
(Project Life: November 30, 2001 to June 30, 2007)

Monitoring and Evaluation of Project Implementation
berf ndicat ¢ End of Profect Performance I ndicator s as of June 30, 2007 ob HiongC .
) . erformance | ndicatorsat End of Proj ser vationsComments
Project Component/Activity (December 2006)
Progressto Date %
1. Marine Protected Areas
A. Planning, Management, and | 1. 8 MPA data baseline established and The design of the baseline and monitoring, 100% The baseline has been generated with the Directors of
Monitoring. monitoring programs implemented by PY 4. publication and distribution of the completed the MPASs. It has been completed for 20 MPASs; 4 in
document. 20 MPA with abasdline, the Honduras (Utila, Cayos Cochinos, Cuero y Salado,
presentation of the final regional report with and Laguna Guaimoreto), 3in Guatemala
management effectivenessin MPAs. (Manabique, Sarstun, and Chocon Machacas), 6 in
Belize (Port Honduras, Sapodilla Cayes, Bacalar
Chico, Hol Chan, South Water Cye, and Glovers
Reef), 7 in Mexico (Xcalak, Banco Chinchorro,
Sanctuario del Manati, Punta Cancuin, Sian K& an,
Isla Convoy, and Yum Balam). The report has been
presented in two regional meetings and in aregional
training course.
2. 10- year Management Plans developed for 4 Management Plans for 3 MPAs have been 90% There has been no advancement for the final
MPAs by PY 3. completed and two public consultations have been consultation in Xcalak; however, the documents for
developed for PY4. Thethird consultation is the Public Use and Financial Plan have been revised,
being planned to conclude by PY 4. and, pending approval of the Parque Nacional de
Arrecifes de Xcalak (PNAX), will result in the third
consultation. There was no success in reaching an
agreement between the expert and the authorities of
the park in reference to the third consultation,
because it was not possible to conclude.
3. 2-year operational plans developed for 15 Support for the development of the Management 100% The activity was changed to a Ranger Exchange
MPAs by PY4. Plan for Omoa Protected Area was completed. Program and support to implementation of
Training of MPA Rangersin Belize has been Management Plans. The executive version of the
completed. Support for the Management Plan for Management Plan of Manabique was distributed, the
Sian Ka' an has been completed, as has Support support for the Santuario del Manati is pending so as
for Manabique. not to depend on CONANP, the coordination and
communication is not effective. What had been
solicited has been executed.
4. 160 people trained in MPA management by All 169 people weretrained. In January 2006, 17 100% This activity is being implemented in accordance
PY5 (EOP). people were trained in environmental with what was planned. The manuals have been
interpretation of MPAS. distributed.
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Project Component/Activity

Performance Indicatorsat End of Project

Perfor mance I ndicator s as of June 30, 2007

(December 2006)

Progressto Date %

Obser vationsComments

B. Ingtitutional Strengthening

2. Regional Environmental
Monitoring and I nfor mation
System

A. Creation and
Implementation of
Distributed REIS

1.Training of trainersto
increase the national capacity
and the supervision of the
users.

2. Regional Environmental
Monitoring and I nfor mation
System

2. Supervision of the
information gathered.

5. Transbounadary Park Commissions
established and recommendations for
transboundary policy made by EOP.

6. Infrastructure and equipment provided to two
regional MPA complexes by EOP.

7. Basic equipment provided to 11 MPAs by
EOP.

To increase the knowledge and the dissemination
of information related to the health of the marine
and coastal ecosystems in the MBRS and the
watersheds that are being impacted to achieve
putting into focus an integrated management.

1. Consolidated the national capacity in the use
of the REIS.

2. To ensure the continuous actualization of the
database with the information of the
monitoring in the REIS.

4 Meetings of the Transboundary Commissions 100%
held and 2 PWG.

A multipurpose visitors center has been handed 100%
over to Bacalar Chico, Utila, Xcalak, Sapodilla
Caye, and Rio Sarstun. Equipment has been given
to, Belize, Guatemala, Honduras, and Mexico.
Therepairsfor Sarstlin were delivered
satisfactorily in January 2006.

Equipment has been delivered to Belize,
Guatemala, Honduras, and Mexico; in addition, a
boat engine was delivered to Chocon Machacas
and computer equipment was delivered to three
areasin Honduras.

100%

1. Thereisat least one person in every country 100%
capable of training new users and who is capable

of supervising the data being collected.

2. All the data collected up to December 2006 90%

have been entered into the REIS.
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First sets of recommendations for transboundary
policy received and with the assistance of the IUCN
Law Center, the policy proposals were developed and
adapted in Belize, Guatemala, and Honduras. The
adaptation in Mexico has progressed more slowly
than was anticipated.

The road to Bacalar Chico wasiinitiated and the
proposal to complete the road for Sarstun has been
finalized. Dueto lack of completed quotations the
support to Sarstun was not completed.

It will be necessary for the Project to invest in
additional equipment to provide some critical articles
that have been recently identified and which were not
considered in initial purchases.

Thereis 1 person in Honduras, 1 person in
Guatemala, 1 person in Belize, and 2 peoplein
Mexico who are able to train and supervise the
upload of information into the system.

A strong effort has been made to ensure that the users
are aware of the data that are being uploaded into the
REIS. We offer support to the organizations that
request it. We depend on goodwill and availability of
the users to comply with our goal. In rare cases some
organizations have not complied with our request of
entering the information.
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(December 2006)

Progressto Date

%
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3. Maintenance of the REIS
and of the MBRS website.

4. Initiate the design module
of watersheds that will be
incorporated into the REIS.

5. Mesting of Expertsto
define the necessities of
processing geographic data.

6. Design and incorporate a
socioeconomic module in
the REIS.

7. Train Monitoring personnel
in the use of the
socioeconomic module.

8. Generate maps and other
analytical products related
to the activities of the
MBRS.

3. Integrate activities of the Monitoring of
Watershedsin the baseline data.

4. Increase the processing and spatial analysis
of information in the REIS.

5. Implement the socioeconomic monitoring in
the REIS.

6. Support activities of the MBRS with
geographic products.

3. Thewebsite has been maintained current and
offers al the publications that the MBRS
Project has published up to June 2007.

4. TheREISfunctions appropriately and was
accessible by all users up to June 2007.

5. A Concept Document and Terms of
Reference for the Monitoring of Watersheds
Module will be incorporated into the REIS.

6. Recommendationsin the use of geographic
information and GIS tools to support the
REIS.

7. A socioeconomic module will be
incorporated into the REIS.

8. 8 peopletrained in the use of the
socioeconomic module.

9. Technical Equipment to obtain maps of
watersheds, protected areas, and the well-being
of the reef to support their work.

100%

100%

80%

100%

40%

0%

100%

20 new documents were added between July 2006
and June 2007.

The REIS has been functioning and is accessible
during the project’ s transition period.

A meeting took place to define the monitoring
indicators in Watershed Monitoring. Several
consultations will be needed to finalize the design of
the Monitoring Program.

A Mesting of Expertstook placein May 2007.

It was not possible to design a socioeconomic
module. The monitoring socioeconomic program is
in continuous evolution, limiting the design with the
corresponding module. Advances were madein a
Meeting of Experts Reunion in May 2007 to define
the indicators that are to be monitored.

Training was not possible until the socioeconomic
moduleis completed.

Maps have been produced and added to the technical
equipment as are appended.
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9. Coordinate with the
Environmental Monitoring
Specialists to produce an

analysis of time and of the
region of al the data
compiled under the Synoptic
Monitoring Progam (SMP).

B. Establishment of a
Synoptic Monitoring
Program (SMP).

3. Promoation of Sustainable
Use of MBRS

A. Promoting Sustainable
Fisheries Management.

7. Disseminate geographic information to the
public to add a spatial dimension to the
understanding of the MBRS.

8. Toincrease the understanding of the health of
the MBRS through analysis of temporary
tendencies and spatial models noted in the
consecutive rise of the monitoring.

1. SMP designed and under implementation by
PY2.

2. Upon completion of phase | of the Project,
the Line Base Reports on the MBRS
ecosystem health were disseminated.

3. During PY 2 of the Project, basic equipment
will be delivered to implementing organizations.

1. Formulation of draft regional strategy for
management of spawning aggregation sites
completed by PY5 (EOP).

10. At least 5 maps have been distributed to the
public through the MBRS website related to
the health of the reef, watershed, and protected
aress.

11. GIS products prepared for theinclusion of a
Comprehensive Analysis Report that was to
be available June 2007 based on al the data
gathered and entered into the REIS until
December 2006.

The Synoptic Monitoring Manual was produced.
150 people have been trained in the
implementation of the different components of the
manual during the training programs of the four
different countries.

The collection of datawas carried out in
accordance with the proposed scheme to establish
the line base to commencein May 2004. To date,
it has been established: Reefs: 13 locations with
65 sites. Marine: 7 locations with 32 sites.
Mangroves:. 8 locations with 12 sites. Pollution:
15 Locations with 18 sites.

The purchasing of goods was concluded for
Belize, Guatemala, Honduras, and Mexico.

Completion of technical document of Spawning
Aggregation Sites. Completion of monitoring
protocols and one regional training. Completed
Monitoring in Belize and Mexico. Delivered
equipment to Belize, Guatemala, Honduras and
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100%

40%

100%

100%

100%

90%

21 maps have been published on the website and are
accessible through the Internet.

A detailed analysis of the data presented more
challenges than expected. Considerable effort was
invested in completing the baseline, which servesas a
point of reference for afollowing analysis with
temporary and spatial dimensions.

The SMP Manual was finalized in January 2007,
based on the experience gained during the
implementation and with the actualization of some
techniques and protocols.

In December 2006 the Spanish version of the Line
Base Report was finalized and in January 2007 the
English version of the Report was finalized.
Oncethe report istranslated and revised it will be
published digitally on the MBRS website.
Thereport was printed in English and Spanish and
hard copies were distributed in March and April
2007.

The minor equipment that was not identified
previously was purchased.

Additional Training was given to Guatemala and
Honduras. Initiated the Monitoring of “Manijua,”
UNIPESCA in Guatemala gathered funding and
guarantees to present the expected products. Funds
were identified to conclude the 12-month monitoring
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B. Facilitation of Sustainable
Coastal and Marine Tourism.

B. Facilitation of Sustainable
Coastal and Marine Tourism.

2. 168 people trained in sustainable fisheries
management and alternative income-generating
activities by PY5 (EOP).

3. Catalogue of exemplary practices for coastal
and marine tourism industry was proposed in the
Forum and to be developed by PY 2.

4. Regional Environmental Certification Program
designed and implemented by PY5 (EOP).

5. Marine Tourism exemplary practices study
tour designed and executed for emerging marine
tour operators by PY 2.

Mexico. Belize and Mexico delivered their final
report in reference to the monitoring aggregations.
There are 3 reports in reference to the Monitoring
of Manjua.

Training on the monitoring of Spawning 100%
Adggregation Sites and fisheries co-management
both regional and national was conducted. 377
people were trained.

Best practices were discussed during the 90%
Tourism Forum and are being compiled and will
be published in a Manual of Exemplary Practices.
Thereisafina version of the manual and a
second relative to exemplary practicesin Cruise
Tourism.

Regional Consultation on Certification conducted 90%
with the Consejo Centroamericano de Turismo
(CCT), the tourism authorities of the MBRS
Region, and the social partners of the Project.
The project was informed of the adaptation by all
the Central American countries of the
Certification of Sustainable Tourism. The
consultation in reference to the codes of Conduct
will bein March.

This activity isintimately related with the 70%
exemplary practices manual, given that the
defined exemplary practices in the manual should
be focused in the tour; for example, theintention
isto expose the new tour operatorsto the
exemplary practices within the region and confirm
the practices that are highlighted in the manual.
Four sites have been identified to accomplish the
community tourism pilot program.
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in Manjua.

In addition, a Regional Fishermen’s Congress was
held, which included participation of 80 delegates
who had received alternative livelihood training; they
reviewed and updated training materials, resulting in
publication and distribution of 4 new manuals on
sustainable livelihoods.

The manual of exemplary practices was supposed to
be adocument in continuous evolution; however, it
was decided that the forum should not continue due
to the fact that there was not enough value found to
support the amount of money that was being invested
in the activity. The exemplary practices
recommended will be continued. To date we have
the manual of best practices for Cruise Tourism.
Given that the Certification of Sustainable Tourismis
specific for hotels and infrastructure, the project can
make investmentsin certificates in other tourism
activities that have a direct impact on the reefs.
However, due to the cost and institutional
requirements that a certification program reguires, it
was recommended during the consultation that the
Projects should consider promoting and developing
the codes of conduct instead of the certification. This
option has been partially undertaken in the
development of the Transboundary Policies with the
collaboration of Coral Reef Alliance. The Codes of
Conduct are being formulated. The codes of Conduct
for Cruise Tourism have been completed.

At this level, the activity depends on completing the
exemplary practice manual. However, it will explore
other ways of implementing the tour without having
to wait for themanual. Thisimpliestheidentification
of 4 to 6 exemplary practicesin the region that can be
used as demonstration sites for the emerging tourism
tour operators. This activity will be carried by the
end of 2006, as a sustainable community tourism
pilot program.
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6. Analysisof tools for voluntary compliance
with harmonized policies related to MBRS
resources by PY5 (EOP).

7. Development of a Regional Tourism Strategy
by Project end.

8. 236 peopletrained in sustainable tourism
activities including forms of alternative
livelihoods for PY5 (EOP).

9. Proposal of aregional cruise policy.

The transboundary policies developed and the 75%
exemplary practices manual that are in process
will providetheinitial stepsin defining the codes
of conduct that are to be adapted. However, this
will require the assistance of experts to determine
the voluntary adaptation and mechanisms of
implementation.

TORSs have been formulated for the elaboration of 0%
the Regional Tourism Strategy and presented for
its approval.

Training in auditing and environmental impact 100%
studies for coastal tourism activities was
concluded. For the purposes of thisindicator, the
forums were considered training activities. The
first group in aternative livelihoods training was
carried out. A total of 259 people have been
trained to date.

4 working groupsin every country and 4 public 100%
consultations in the four countries were carried
out. Thefinal report has been presented and the
Project Coordinating Unit has made its comments
and is awaiting other comments. The comments
were incorporated and Spanish and English
versions have been approved.
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Codes of conduct will be included in the manual of
Exemplary Practices, given that two separate
documents makes no sense. The Project is receptive
totheidea. The transboundary politics provide the
structure within the codes of conduct and the
exemplary practices can be adopted. Mechanisms for
compliance and implementation should be identified.
Depending on the progress made by the Coral Reef
Alliance, this activity should berevised. However,
the codes of conduct for volunteersin cruise tourism
can proceed.

The activity depends on the validation of the tourism
strategy formulated by CCT-SICA, which depends on
aregional-level strategy. In contrast, the four
countries have their own strategies already
formulated or in process of being validated.

During 2006 the tour of exemplary practices study
will be carried out for the emerging tourism
operators, which will be classified astraining. In
addition, all thetraining in forms of alternative
livelihood training will be registered under this
indicator.

The final report has been approved and isin the
process of publication and distribution, and a
presentation is being planned for the four authorities
of the four countries.




Conservation and Sustainable Use of the Mesoamerican Barrier Ref. Systems Project (MBRS)
Project ID: GE-P053349; GEF Trust Fund No. TF027739
(Project Life: November 30, 2001 to June 30, 2007)

Monitoring

and Evaluation of Project Implementation

Project Component/Activity

Performance Indicatorsat End of Project

Perfor mance I ndicator s as of June 30, 2007

(December 2006)

Progressto Date

%

Obser vationsComments

4. Public Awarenessand
Environmental Education

(a) Development of an
Environmental Awareness
Campaign.

(i) Implementation and
monitoring of programs of
clearing up beaches.

(b) Monitoring and
Coordination with the mediato
promote the MBRS

SAM.

(c) Lobby negotiation started
between local and regional
stakeholders for the
construction and
implementation of a new
communication strategy of the
MBRS.

(d) Consolidation and
monitoring of children’sradio
shows.

1. Environmental Awareness Campaign Strategy
Developed and under implementation by PY 2.

(a) 6 beach spaces show the reduction in the
volume of waste produced by the coastal
communities.

(b) 4 new spaces of communication promote the
theme of the MBRS permanently.

(c) 10 key actors were involved in the
elaboration and implementation of the
Communication Strategy and appropriation of
theMBRS.

(d) Two children’s radio show programs
consolidated in the region.

(& 7 kilometers of beach benefited from the
activity of cleaning up the beach and monitoring
for the reduction of solid waste.

(b) 5 media outlets maintain interest in the
activities of the MBRS (San Pedro Sun, Flora and
Fauna, Canal 7 Mas, Channel 5, and Love FM).
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100%

100%

The massive campaign of cleaning up the beach in La
Ceiba, Honduras was carried out with the
participation of al the sectors of La Ceiba and the
presence of the authorities including the Minister of
Natural Resources of SERNA, Honduras.

Thetraining of the mediain the subject of coastal and
marineissues of the MBRS was not carried out due
to the palitics between the reporters and the national
coordination in Mexico. The planning in another
country did not coincide with the time for the
disbursement of resources by the project.

The contract for the implementation of a new
communication strategy arranged and adapted in
reference to the MBRS did not obtain the no
objection because of delays in administration.

150 green guides were distributed to the newly
trained teachersin Mexico and 2,000 to the hotels
and tour operators as an awareness element for the
conservation of resources in Quintana Roo.

Two newspaper ads were written and atelevision
posting was carried out in the local channels during
the award ceremony of the TIDE freshwater cup
soccer tournament in Punta Gorda, Belize.

A second children’s radio show that was to be carried
out in the Garifuna language has yet not been
established due to delayed payment by
administration.
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4. Public Awarenessand
Environmental Education

B. Formal and Informal
Education

(a) Promote a continuous
analysis of the challenges in
the use of the guide and the
generation of knowledgein the
aumni.

C. Implementation of the
Development Plan and the
participation of indigenous
communities to elaborate an
integral plan to follow the
activities of the MBRS during
thefirst phaseto include a
permanent communication
channel among those
stakeholders.

(e) 200 people knowing the work of the MBRS
and the impact of the local issues.

2 160 school teachers, community leaders, and
business leaders trained in MBRS concepts
by PY5 (EOP).

3. 10,000 copies of training materials,
brochures, posters, stickers, etc. distributed
throughout the MBRS by PY5 (EOP).

4. Ensure the participation of indigenous people
and women in the activities of the MBRS.

10 fruitful experiences are identified and a
strategic plan is generated for the continuous
activities to be developed at alocal level,
especially for the activities developed by those
involved in the MBRS Development Plan.

1,607 primary and secondary school teachers
were trained in the concepts of the MBRS.

Recently informed by the terminal evaluation of
the Projects, the listing of distribution of materials
confirmed that around 21,000 copies of bulletins,
manuals, folders, rulers, stickers, and pamphlets
have been digtributed in the MBRS region. In
addition, a campaign has been developed to
promote the health of the marine ecosystems
through the distribution of 10 T-shirts with cogent
messages.

To date, 523 of the 1,909 people involved with
the activities of the MBRS are indigenous people
and 746 are women. 4 local organizations will be
monitored with the goal to document and
strengthen their management capacity through the
participation of the activities of the MBRS or in
other national or regional programs that have
relevanceto local development.

100%

100%

27.3%
indigenous

38.5%
women

Mexico accomplished training 102 new teachers at
the secondary level in the north zone and in the
central state of Quintana Roo.

Positive reactions were obtained by teachers,
directors, and others.

Possible candidates were identified but no plan was
generated due to the cutting of the budget.

The numbers represent the participation in the
national reef committees, technical working groups,
and transboundary commissions and training groups.

(Ministry of Education has only provided total
number of teachers trained by data and not by
listings. A request isin with the Ministry for listings
data).

AWP = Annual Work Plan; CCAD = Comision Centroamericana de Ambiente y Desarrollo; CONANP = Comisién Nacional de Areas Naturales Protegidas; EOP = End of Project; IUCN = World
Conservation Union; MPA = Marine Protected Area; PARCA = Programa Ambiental de Centroamérica; PY = Project Year; REIS = Regional Environmental Information System; SAM = Sstema
Arrecifal Mesoamericano; SICA = Sstema de la Integracion Centroamericana; TORs = Terms of Reference; UNIPESCA = Guatemalan Fisheries Organization.
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Annex 12. Project Institutional Arrangements

The key elements for the project were as follows. (@) the Executing Agency for the
project was the Central American Commission on Environment and Development
(CCAD); (b) a Project Coordinating Unit (PCU), based in Belize City, was responsible
for day-to-day management of the project; (c) a Nationa Coordinator (NC), in each
country was responsible for facilitating the activities within their respective country; (d)
four National Barrier Reef Committees (NBRC), which comprised representatives from
both the public and private sectors in each country, were created as mechanisms to
promote communication and coordination across sectors on a broad set of issues dealing
with the MBRS as a whole, not only those directly related to the MBRS Project; (e) the
Regional Steering Committee (RSC), which comprised the four National Coordinators,
and was chaired by the Executive Secretary of CCAD. The role of the RSC was to
provide policy guidance, approve the annual work plans prepared by the PCU and the
NBRCs, and oversee overal program implementation; (f) Technical Working Groups
(TWGs), one for each thematic area of the project, provided technical support to the
project; and (g) a Consultative Group, which comprised representatives from donor
organizations and partner institutions working in the region, was established as a
mechanism to facilitate coordination between the project and other activities in the
region, to identify synergies for program development, and to attract long-term co-
financing.
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Figure A12.1. Project I nstitutional Arrangements
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