EVERY DROP MATTERS

Regional Partnership Initiative on Water Issues

UNDP RBEC & Coca-Cola EMED

“Every drop Matters – Gacka River”
1. What are the problems/issues/opportunities with regards to water in your country (200 words max.)

According to the Croatian Waters Authority’s (HV) 2004 survey, vast majority of surface waters in Croatia are of I. and II. quality category, threatened mostly by transport and tourism activities. However, almost regularly, during the summer season, some of the islands have serious water shortages, which negatively affect the tourism industry. Government’s efforts to connect the islands’ water supply systems to the sources of drinkable water in the mountainous coastline hinterland present, on one hand, durable solution while, on the other, threaten to bring disbalance in some of the most sensitive water-related eco-systems in the hinterland. One of the rivers in hinterland valleys that provide water to the coast, but also to the local hydro power-plant is Gacka, one of the cleanest and best preserved surface waters in Croatia. The challenges mentioned above, in combination with the recently constructed modern motorway at the edges of Gacka valley, and constantly increasing interest of tourists to visit the area, present a challenge to preserve the river in its present condition and create pre-conditions for sustainable management of economic activities ion the river valley, under increasing exploitation pressure.
2. Who are the main stakeholders in your country in relevance to the issues discussed above?

The main stakeholder in charge of water management, including construction and control, is the Croatian Water Authority (Hrvatske Vode - HV) and the Ministry for Regional development, Forestry and Water Management, which is also the UNDP’s national counterpart on Local Development programme. However, in the specific case of the proposed project, the stakeholders and project partners are: 
· Croatian Chamber of Commerce (HGK) – County Chamber Otočac

· Town of Otočac

· Otočac Tourism Board

· Bicycle Association “Barkan” Otočac
· High School Otočac
· Lika-Senj County

3. How can we contribute to the solution of the issues mentioned above through this partnership initiative by local/regional projects? 

„Every Drop Matters“ Project in Croatia is part of the regional UNDP-TCCC water partnership and is one of the four pilot projects currently implemented (other pilot-locations countries include Romania, Turkey and Kazakhstan while it was recently decided for Ukraine and Armenia to join the partnership). The purpose of the Project is protection of drinking water resources and economic development of local communities depending on their water resources, as well as awareness raising on water issues.

Gacka river had been chosen as the site for this Project because of its preserved clean water, its strategic location and potential for continental tourism development as well as its unutilized wealth of natural and heritage sites. Unfortunately, Gacka river region had suffered physical destruction and human losses and depopulation in the recent war and Lika-Senj County is still one of the least developed counties in Croatia. Economic revitalization is essential in order to prevent migration of young people in search for jobs in the big cities or on the nearby Adriatic coast. With the recently built highway in the proximity of the river, the number of tourists visiting Gacka on the way to the Adriatic coast is expected to increase significantly.

In order to utilize and preserve its natural and cultural resources the need emerges for creation and implementation of a long-term strategy for development of sustainable tourism in Gacka valley. 

Appendix A – Project Fiche 

	Title of Project: EveryDrop Matters – Gacka River

	Country/-ies or territories of implementation: Croatia, Lika – Senj County, Gacka valley

	Area:
 FORMCHECKBOX 
  A. Improved access to safe drinking water 
 
 FORMCHECKBOX 
  B. Improved regional and industrial water management 

 
 FORMCHECKBOX 
  C. Advocacy and communication 
	Project Duration: 2 years 

	
	Expected Start: July 2008
Expected End: June 2010

	Focal point(s) (incl. address, e-mail & telephone): 

Ivana Laginja, project manager, UNDP Croatia,
Liburnska obala 6, HR - Zadar 23000 
Tel.  +385 23 254 004        
Fax. +385 23 254 005
Ivana.laginja@undp.org
Nenad Kocmur, Programme Officer, UNDP Croatia,

Radnicka cesta 41/VIII, HR – Zagreb 10000
Tel:  +385 1 23 61 664
Fax: +385 1 23 61 620       
nenad.kocmur@undp.org 


	Names of local partners or partner organizations: 

· Croatian Chamber of Commerce (HGK) – County Chamber Otočac

· Town of Otočac

· Otočac Tourism Board

· Bicycle Association “Barkan” Otočac

· High School Otočac

· Lika-Senj County



	Main targeted group / beneficiaries:

Local community and tourists, including:

· authorities (Town of Otočac);

· NGO’s (environmental, sports, …);

· Tourism board;

· education institutions.



	Overall project vision, approach and expected impact *: 


Gacka river had been chosen as the site for this Project because of its preserved clean water, its strategic location and potential for continental tourism development as well as its unutilized wealth of natural and heritage sites. Unfortunately, Gacka river region had suffered physical destruction and human losses and depopulation in the recent war and Lika-Senj County is still one of the least developed counties in Croatia. Economic revitalization is essential in order to prevent migration of young people in search for jobs in the big cities or on the nearby Adriatic coast. With the recently built highway in the proximity of the river, the number of tourists visiting Gacka on the way to the Adriatic coast is expected to increase significantly.

In order to utilize and preserve its natural and cultural resources the need emerges for creation and implementation of a long-term strategy for development of sustainable tourism in Gacka valley. 

PROJECT OUTCOME

The overall goal of this Project is to contribute to the development of Gacka area as a sustainable tourism destination which bases its offer on preserved natural resources, especially water. 

PROJECT OUTPUT

Through combination of „soft“ (skills & knowledge, brand management) and „hard“ (infrastructure, equipment) interventions, the Project sets to strengthen and connect key local players that participate in the development of touristic offer and sustainable development of the area.



	

	Specific expertise / value-added by Coca Cola: 

The Coca Cola Company brings in know-how in various fields, such as.
· Brand architecture development and management;

· Communications strategy development and execution;

· Skill acquisition in water management;

· Development of water-related knowledge and tourism centres and

· Development and promotion of local eco-tourism.
	Specific expertise / value-added by UNDP: 

Besides expertise in project management in line with highest international standards, this particular project should also benefit from other activities run by UNDP Croatia Local Development team in this former war-affected area. Therefore, synergy should be achieved between the activities foreseen for this project and other activities in community and social infrastructure rehabilitation, education and capacity building and business development run by UNDP Croatia Zadar office throughout the region. List of already finished (118 of them) and planned sub-projects in the area can be obtained upon request.
Previously implemented activities also bring in the dimension of experience in planning, preparing, implementing and financing complex, multi-dimensional projects such as this one which combines capacity building, training, awareness raising activities and construction works in order to lay ground for sustainable tourism and development along the protected water resource – Gacka river.

	Activities and expected results / deliverables: 


Background and expected results:


Building on activities from the first year of Project implementation, two interdependent but distinct results are aimed at: 

1) Increased awareness of local and neighboring communities and potential investors about sustainable management of water and other local natural/cultural resources 

One of the important overall goals of this Project is to develop awareness of the indispensible value of clean/drinking water. It is of utmost importance to stress the conditional renewability of water as resource, meaning that human participation through responsible management is ultimately necessary in order to secure its long-term and sustainable availability.

One of the targets of education and promotion activities will be neighboring municipalities on the Adriatic Coast that that are major users of drinking water from Gacka river. Reason for linking these areas is to stress importance of shared responsibility and, therewith, to lay foundations for a cross-municipal partnership for protection important water resource in the future.

Building on activities from the first year of Project implementation, the prepared „Water Manual“ will also be published and widely disseminated. Furthermore, together with City of Otočac, Lika-Senj County and other partners, the Project will provide financial support for completion of project documentation and concept development for the future Water Centre in Švica that will serve as an institution of regional and national reference that will document and present the story of water not only in terms of Gacka river, but in global terms regarding the foremost importance of water as an indispensible natural resource.

Last, but not least, it is realistic to expect that recent developments in Gacka valley (state highway, entrepreneurial zones) as well as on national level (EU accession) will attract to the (wider) region new domestic and foreign investments that do not have to be limited only on tourism development, but could also include various kinds of small and medium enterprises/industries. Therefore, the Project Team considers also as one of its priorities to develop and produce a manual on water-friendly management for all future investors coming to the area. 

The Project and its overarching emphasis will also be promoted on wider scale, meaning presentation for stakeholders on county and state level (Regional Partnership, ministries, CSO etc.).

2) Local stakeholders trained and capable of sustaining business infrastructure and establishing partnerships

In order to utilize tourist potential and develop tourism as a long-term, sustainable activity that will provide substantial employment generation for local community, it is necessary to secure high and unwavering quality of different services offered to visitors. If Gacka is to become an important site of continental/rural tourism, it must offer a standard of quality services that will keep the tourists coming back as well as spread the word of Gacka story, and therewith, attract new ones.

Therefore, the Project plans, in cooperation with Croatian Chamber of Economy in Otočac, to develop a bi-annual program  consisting of different education seminars and workshops targeting different tourist services providers. These will include restaurant owners and staff, chefs, bed & breakfast providers etc. In order to secure  the basis for long-term development of  gastronomic offer through systematic training of human resources, it is planned to support High School in Otočac in its effort to start and  equip a Gastro Cabinet.

Another important set of seminars and workshops will be organized for certification of tourist guides (including biking and hiking guides) and local NGO activists in order to develop and systemize their knowledge on Gacka natural and cultural heritage as well as to foster their presentation and story-telling skills.

One of the basic activities of the Project during the second year of its implementation will focus on arranging and equipping existing infrastructure as well as on completing project documentation for creating or (re)constructing new tourist infrastructure objects. Equipped and arranged infrastructure is one of the basic preconditions the fulfillment of which enables the provision of tourist services.

Specifically, the Project will support local initiatives (City of Otočac, Biking club „Barkan“, Tourist Board Otočac) that aim at putting Gacka valley on the (inter)national map of biking tourism through assistance in arranging, marking and mapping biking routes that will connect focal points of Gacka cultural and natural heritage. Another important activity will support the opening of a rent-a-bike service center that will not only rent bikes but also provide educated guides on bikes („rent-a-guide“).

Last but not least, in order to secure wider recognition of Gacka tourist offer as well as appreciation for the quality of its products and services, it is necessary to develop its marketing potential. This is one of the reasons that the activities from the first year of Project implementation on development of GACKA brand and its application methodology will be continued and intensified in cooperation with Croatian Chamber of Economy in Otočac as the local partner. Planned activities include: establishment of a Brand Board (consisting of UNDP, Coca-Cola and local partner representatives); brand management and application; training of brand manager; and transfer of brand property rights to local partner.

Brand-development activities will have  a two-fold and intertwined impact:  the „external“ impact will secure wide recognition of local tourist services/products and positioning of Gacka as an important (inter)national tourist destination; and, as important, „internal“ impact that will foster the sustainable and controllable quality of  tourist services and products.

Activities: 

1) Strengthening of awareness of local communities and potential investors about the need for sustainable water management 

1.1. Preparation and implement biannual exchange program with coastal municipalities, in order to improve awareness of water resource in Gacka 

1.2. Prepare and print a guide/manual about investing possibilities in Gacka

1.3. Print (in Croatian and English) and widely disseminate the „Water Manual“

1.4. Prepare a concept for the project „Center for Water“ in Švica

2) Organizing trainings for local stakeholders to enable them for sustaining of business infrastructure and establishing of partnerships

2.1. Prepare and implement biannual educational program for local key players participating in sustainable tourism of Gacka

2.2. Participate in the equipping of local cooking practicum for practical education of high school students and local restaurant chefs

2.3. Promotion activities of local tourist resources (material and human)

2.4. Prepare signalization and equip biking/hiking trails in Gacka

2.5. Provide bicycles and organize biking/hiking guiding service on the trails and elsewhere

2.6. Finalization of the walkway along Gacka river in the city center of Otočac 
2.7. Organize know-how transfer for staff member(s) and transfer of brand property rights to local partner

Other activities

Coordination and visibility activities in order to network and inform major project stakeholders (County and Municipal institutions, Ministries, associations – local and national) as well as general public



	Project timeline & milestones: 

Activity

2008
Milestone

2009
Prepare and implement biannual exchange program with coastal municipalities 
2-3 meetings conducted

Completed time plane for excursions
2-3 excursions  conducted

Prepare and print a guide/manual about investing possibilities in Gacka 
Preparation of manual  for investment 

Manuscript  of manual prepared
Printing and dissemination
Print (in Croatian and English) and widely disseminate the „Water Manual“
Printing and dissemination
95 % of copies disseminated
               -

Prepare a concept for the project „Center for Water“ in Švica
Dealing with property issues and data collection
Property issues resolved 
Preparation of the draft project concept and presentation  to stakeholders
Prepare and implement biannual educational program for local key players participating in sustainable tourism of Gacka
Training program prepared and 2-3 workshops conducted
Education plan completed and three workshops conducted
2-3 workshops conducted
Participate in the equipping of local cooking practicum for practical education of high school students and local restaurant chefs
Preparation of project documentation
Project documentation prepared
Purchase of equipment
Promotion activities of local tourist resources (material and human)
Conduct workshops, participate in fairs and other public events
One public event organized
Continuation of promotion activities
Prepare signalization and equip biking/hiking trails in Gacka

Installation of signalization 
One biking/hiking trail equipped with signalization
Continuation of  equipping biking/ hiking trails
Provide bicycles and organize biking/hiking guiding service on the trails and elsewhere

Purchase of bicycles and education of guides
Rent-a-bike service equipped and biking guides educated
                -

Finalization of the walkway along Gacka river in the city center of Otočac

 Analysis of  the potential pollution and preparation of technical  documentation
Agreement with Public Company Croatian Waters concluded and technical documentation completed
Construction works of the walkway along Gacka river
Organize know-how transfer for staff member(s) and transfer of brand property rights to local partner

                  -
                             -

Workshop on transfer of brand and transfer of property rights to local partner


	Roles, responsibilities & management arrangements: 

To ensure UNDP's accountability for project activities and use of resources, while fostering local ownership, management arrangements and oversight of project activities, certified in accordance with PRINCE2 methodology, are foreseen. 

Project Quality Assurance will be performed on an ongoing basis by designated UNDP Programme Officer within the Zagreb Country Office, with a view to carry out objective and independent project oversight and monitoring functions, ensuring that appropriate project management milestones are managed and completed. The Programme Officer will also exercise approval authority for transactions up to the levels of delegated authority.




	Estimated Project Budget  - "Every Drop Matters")

	
	Year 1&2
	 
	USD 258.000,00
	Year 1

	Expenses
	Unit
	# of Units
	Unit rate
(in USD)
	Costs in USD
	Unit
	# of Units
	Unit rate
(in USD)
	Costs in USD

	1. Travel
	
	
	
	
	
	
	
	

	1.1.Travel costs 
	Per month
	24
	250,00
	6.000,00
	Per month
	12
	250,00
	3.000,00

	Subtotal Travel
	
	
	
	6.000,00
	
	
	
	3.000,00

	2. Equipment and supplies
	
	
	
	
	
	
	
	

	2.1 Vehicle maintenance and supplies
	lumpsum
	1
	
	2.000,00
	lumpsum
	1
	
	1.000,00

	Subtotal Equipment and supplies
	
	
	
	2.000,00
	
	
	
	1.000,00

	3. Local office/Action costs
	
	
	
	
	
	
	
	

	3.1 Consumables - office supplies
	lumpsum
	1
	
	2.000,00
	lumpsum
	1
	
	1.000,00

	Subtotal Local office/Action costs
	
	
	
	2.000,00
	
	
	
	1.000,00

	4. Other costs, services
	
	
	
	
	
	
	
	

	4.1  Visibility actions (Communication)
	Per month
	24
	104,17
	2.500,00
	Per month
	12
	104,17
	1.250,00

	Subtotal Other costs, services
	
	
	
	2.500,00
	
	
	
	1.250,00

	Subtotal Management/ Monitoring/ Evaluation
	
	
	
	12.500,00
	
	
	
	6.250,00

	 
	Year 1&2
	Year 1

	Expenses
	Unit
	# of Units
	Unit rate
(in USD)
	Costs (in USD)
	Unit
	# of Units
	Unit rate
(in USD)
	Costs (in USD)

	5. Environment
	
	
	
	
	
	
	
	

	5.1 Prepare and implement biannual exchange program with coastal municipalities, in order to improve awareness about importance of water resource in Gacka 
	lumpsum
	1
	
	6.000,00
	lumpsum
	1
	
	3.000,00

	5.2 Prepare and print a investment guide/manual for Gacka 
	lumpsum
	1
	
	10.000,00
	lumpsum
	1
	
	

	5.3  Print (in Croatian and English) and widely disseminate “Water manual”
	per piece
	4000
	4,375
	17.500,00
	per piece
	4000
	4,375
	17.500,00

	5.4 Prepare a concept for the Project “Center for Water” in Švica
	lumpsum
	1
	
	33.000,00
	lumpsum
	1
	
	16.500,00

	5.5 Information Panels
	lumpsum
	1
	
	16.000,00
	lumpsum
	1
	
	8.000,00

	 5.6 Technical assistance-Civil works
	Per month
	9
	1.194,44
	10.750,00
	Per month
	5
	1.194,44
	5.972,22

	 5.7 Technical assistance-Field activites coordination
	lumpsum
	1
	
	11.000,00
	lumpsum
	1
	
	5.500,00

	5.8 Photo documentation
	lumpsum
	1
	
	5.400,00
	lumpsum
	1
	
	5.400,00

	Subtotal Sub-Project  Environment
	
	
	
	109.650,00
	
	
	
	61.872,22

	6. Sustainable tourism
	
	
	
	
	
	
	
	

	6.1 Prepare and implement biannual educational program for local key players participating in sustainable tourism of Gacka
	lumpsum
	1
	
	10.000,00
	lumpsum
	1
	
	5.000,00

	6.2 Vocational education of restaurateur and local chefs
	lumpsum
	1
	
	30.000,00
	lumpsum
	1
	
	

	 6.3 Promotion activities of local tourist resources 
	lumpsum
	1
	
	7.250,00
	lumpsum
	1
	
	7.250,00

	6.4 Prepare signs and equip bicycle and hiking trails along Gacka river
	lumpsum
	1
	
	22.000,00
	lumpsum
	1
	
	11.000,00

	6.5 Organize biking/hiking guiding service on the trails 
	lumpsum
	1
	
	11.000,00
	lumpsum
	1
	
	11.000,00

	6.6 Walking path along Gacka river in the city center of the city of Otočac
	lumpsum
	1
	
	31.000,00
	lumpsum
	1
	
	

	6.7 Financial services (assistance)
	Per month
	18
	555,56
	10.000,00
	Per month
	6
	555,56
	3.333,33

	Subtotal Sub-Project  Sustainable tourism
	
	
	
	121.250,00
	
	
	
	37.583,33

	 
	
	
	
	
	
	
	
	

	Subtotal Sub-Projects
	
	
	
	230.900,00
	
	
	
	99.455,56

	General Management Support (7%)
	
	
	
	14.600,00
	
	
	
	6.132,00

	Total (Management/ Monitoring/ Evaluation + Sub-Projects) 
	
	
	
	258.000,00
	
	
	
	111.837,56
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