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TEXTUAL ASSESSMENT

1. What are the major achievements of the programme or project vis-à-vis the expected results during the year under review? To the extent possible, include an assessment of the potential impact, sustainability and contribution to capacity development.

This transboundary component of the Prespa Lakes Basin project made significant progress despite only six months of actual implementation in the year 2007. With the project manager coming on board in April, the June inception workshop marked the beginning of the activities reported in this APR. With only 6 months of intervention, it is difficult to discuss impact and sustainability. Some of the major achievements are highlighted below.
In order to address the greatest challenge i.e. formalizing the tri-lateral cooperation process, the project completed an assessment of the current mostly ‘informal’ tri-lateral cooperation arrangements amongst the three States. The results of this assessment has outlined a systematic 3 year process entailing high level negotiations and international interventions to facilitate development of a tri-lateral agreement and a management body. The report of exceptional quality has been disseminated to key stakeholders at the national level for feedback and endorsement of the proposed process.  The involvement of UNDP beyond the project level is considered crucial in order to move this process forward.
Another significant achievement in this first six months is the establishment and functioning of the multi-sectoral transboundary monitoring and conservation working group (MCWG) that is responsible for overseeing the development of the transboundary monitoring system. The development of this system is underway and the role of the MCWG in this process has been clarified.   

Unsustainable agricultural practices remain a key issue affecting the ecological integrity of the Prespa Lakes basin. A significant achievement of transboundary component over this first six months was initiating the network of experts and hosting for the first time ever a transboundary forum on good agricultural practices for agricultural producers in Albania, FYR of Macedonia and Greece. This forum was organised in the municipality of Resen in conjunction with the apple harvest day. 
Communication, education and public awareness (CEPA) is a crucial element for success in any conservation and development work. Apart from completing all the ground work necessary for the development of a comprehensive CEPA strategy, the project organised activities in schools and produced tri-lingual information material and products. Poster and essay competitions received overwhelming responses from both elementary and high school students. Based on a needs assessment, the project also launched an online discussion forum for information exchange on Prespa and project issues. This active discussion forum serves as a platform/ bulletin board where notices/ reports/ issues are posted. Registered members have expressed great appreciation for this. This will continue to serve as an interim website until the proper website is up and running in 2008. 

On the capacity building front, the project organised a ‘training of trainers’ where participants (from Albania and FYR of Macedonia) were sent on a training course for management of wetlands held in Vilm, Germany. Some of these participants have since returned and organised a similar training at the national level based on the lessons learnt. The project also supported the tri-lateral Prespa Park Coordination Committee for a training programme that included elements of development of transboundary agreements, transboundary monitoring programme, financing transboundary initiatives, management planning in a transboundary protected lake/wetland, commitment from the respective States in a transboundary initiative and more. This training was kindly hosted by the secretariat of the International Commission for the Protection of the Danube River in Vienna at no cost and participants expressed great appreciation on the programme.  

The project played a crucial role in both programmatic and financial support for tri-lateral cooperation at the municipality level. The three municipalities signed a tri-lateral protocol for collaboration. At the signing ceremony, both the Mayors of Albanian Prespa and Macedonian Prespa (i.e. Resen) had speeches that contained great praises of the UNDP Prespa project. 

Co-financing is always an important element as financial resources are normally very limited. The project has been successful in securing a significant amount of parallel financing to contribute to development of the transboundary monitoring system – a critical project output. This parallel financing comes from the Greek side. 

2. What major issues and problems are affecting the achievement of programme or project results?

The main issue affecting the achievement of project results in the lack of clarity on basic operational issues and the delay in creation of the ‘enabling environment’. There was a lack of clarity on a range of issues including inconsistencies in the project document in relation to budgets and staffing. The composition and role of the project steering committee also remains unresolved. 
The inception report tried to address these issues but to date some fundamental still remain unresolved (e.g. reporting requirements, project starting date). 
The project logframe had to be revised in consideration of the Greek component which was totally excluded from the logframe although they are responsible for delivery of a range of outputs that are part of the project. 
Bi-lateral political relations between the States (e.g. FYR Macedonia and Greece) seem to be going further downhill and this is creating increasing challenges on a range of issues related to project implementation. 
Additional support is required for communication and other administrative issues (e.g. a project driver).
3. How should these issues or problems be resolved? Please explain in detail the action(s) recommended. Specify who should be responsible for such actions. Also indicate a tentative time-frame and the resources required.

In order to address the basic operational issues above, UNDP Macedonia, UNDP Albania and UNDP-GEF in Bratislava will need to have a discussion and resolve these issues. The project manager has already prepared a summary paper on the issues to be resolved and submitted it to UNDP Macedonia. It should be resolved urgently. 
On the communication front, the project will seek to contract a part-time communications specialist. The same will be done to resolve the issue of the project driver. 

4. What new developments (if any) are likely to affect the achievement of programme or project results? What do you recommend to respond to these developments?

The bilateral relations between FYR Macedonia and Greece are become increasingly challenging. Current players in the TB cooperation are generally not sufficiently senior enough to make progress on that front. The recent assessment proposes that UNDP leads a transboundary negotiation process. The main issue on the transboundary front is the need for high level support in facilitation and lobbying at the senior governmental level in terms of prioritising and formalizing transboundary institutional arrangements. There is also a need for further engaging with regional and international multi-lateral institutions to support this process. The role of UNDP is critical here.
5. What are the views of the target groups with regard to the programme or project? Please note any significant gender-based differences in those views.
At the transboundary level, the Prespa Park Coordination Committee (PPCC) functions as the multi-stakeholder forum for all project concerns. The committee has acknowledged the progress made on the project. The PPCC hopes that the project will continue to facilitate greater information exchange on issues affecting the Prespa Lakes basin and project interventions.
6. To date, what lessons (both positive and negative) can be drawn from the experience of the programme or project?
Positive: Although UNDP Macedonia manages the transboundary component of the project, almost all transboundary programme related issues will require consensus from all three parties. It is the spirit of positive cooperation that drives the transboundary process. UNDP has demonstrated that information sharing and facilitating input (even on selection of consultants) from all three States had resulted in greater ownership of the process amongst all.    
Negative: The delay in the inception of this transboundary component of the project had resulted in the national components being implemented independently without much coordination. Joint work planning is critical and could not be done in the first year of implementation. However, a more coordinated work planning approach was conducted to identify priorities for 2008.  
7. If the programme or project has been evaluated, what is the implementation status of the recommendations made by the evaluators?

The project has not been evaluated. 
8. Do you propose any substantive revision to the programme or project document? If yes, what are they? State justification.
· Yes, a significant revision is definitely required to address a range of issues elaborated below.

· General revision of project document to address mistakes in content. Project scheduling is also an issue. Some of the transboundary components (e.g. the Transboundary Diagnostic Analysis) are scheduled to commence in Year 3. However the funding for the staffing of the TB component according to the project document comes to an end after 2.5 years. With regard to the TB monitoring system, realistically, it is also impossible to complete, pilot test and adopt a TB monitoring system in 2.5 years. This scheduling will need to be revised (i.e. to extend the TB component).  The project document prematurely assumes that the Governments would fund a full time Executive Secretary by the end of the funding of the TB component staffing. The recent assessment however, confirms that the process of negotiations and possible resolution of tri-lateral institutional arrangements will take a much longer period (i.e. a minimum of 3 years). Staffing allocations will have to be rescheduled accordingly.  This is a crucial component of the TB component. The recent assessment on the process for institutionalizing the tripartite arrangements between the countries highlights the need for a full time staff to lead this process with administrative support. Since this is such a high priority outcome of the project, serious consideration will need to be made to allocation of funds for this component.
· Travel is also a very important aspect of transboundary activities, especially in relation to information sharing forums and workshops. There is currently very little allocation within the travel budget.
· Generally, there are a lot of activities and outputs promised within the project document without thorough consideration of available funding. This will need to be revised substantially and priority outputs will need to be defined and agreed upon. The transboundary component has already begun this process and a draft discussion document has been developed on priority outputs that the project intends to produce in order to achieve the higher level outcomes. 
· There is currently a lot of overlap with regard to outputs mentioned within the project document and a lack of clarity on the main project components responsible for undertaking these tasks (e.g. Natural Capital Resource Centres vs. Nature interpretation centers). 
9. Provide any other information that may further support or clarify your assessment of the programme or project. You may include annexes as you deem necessary.

Programme Project Manager:

__________________________

Alvin Lopez
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	Programme/project title and

number:
	Integrated Ecosystem Management in the Prespa Lakes Basin of Albania, FYR Macedonia and Greece (0050102)
	Management arrangement:
	DEX

	Designated institution:
	UNDP
	Period covered:
	Apr – Dec 2007

	OVERALL ASSESSMENT

	The implementation of the transboundary component of the project made a significant progress towards the intended outcomes of the project. Despite the numerous challenges faced in terms of implementation of the transboundary component, the project has developed mechanisms to address the coordination issues. One of the critical components of the transboundary component was progress towards institutionalising the tri-lateral cooperation. A relatively systematic and logical process has been proposed and UNDP will need to take the lead on this front especially in engaging in the high level negotiations. 
Another significant progress was the initiation of the development of the Transboundary Monitoring Programme. A range of issues have been clarified in terms of the process and parallel financing has been secured for this. 
On the communication front, a significant progress has been made on developing transboundary communication, education and public awareness strategies. Challenges are highlighted. 
Key challenges include the lack of clarity on administrative issues, reporting requirements, scheduling of the project components etc. The need for revision of the project document to clarify a range of issues has been highlighted and mentioned in the further details of this report. 


	FINANCIAL SUMMARY

	Source of funds


	Annual budget

($ ‘000)
	Estimated annual expenditure

($ ‘000)
	Delivery rate

(%)

	TRAC (1 and 2)
	
	
	

	TRAC 3
	
	
	

	Other: GEF

	464,000
	200,000
	43%

	Cost-sharing:
	
	
	

	Government
	
	
	

	Financial institution
	
	
	

	Third party
	
	
	

	Trust funds
	
	
	

	AOS (where applicable)
	
	
	

	SUMMARY OF RESULTS



	Programme support objectives

(PSOS) or immediate objectives
	Indicators
	Achievements

	Obj 1


	
	Comment: Primary responsibility of the national components of MK and AL. 
	

	Obj. 2


	
	Comment: Responsibility of the national component of MK and AL
	

	Obj. 3


	Stakeholders strengthen legal and regulatory enabling environment and establish land and water use management basis for maintaining and restoring ecosystem health in the Prespa Lakes Basin
	Indicator 21. Transboundary monitoring of important biotic and abiotic factors functioning/not functioning.  

Indicator 22. Pilot application of the transboundary monitoring system and assessment of methods, training and capacity needs and analysis/interpretation of data. 

Indicator 23. Presence/absence of up-to-date information on extent/condition of priority species and habitat distribution, abundance, and condition.

Indicator 24. Number of species action plans developed and approved


	The process of development of a TB monitoring system has been initiated. Relevant targets (as contained within the logframe and annual work plan) have been achieved. A parallel financing partnership in development of the TB monitoring system has been achieved. A clear work plan, with timelines and milestones for completion of TB monitoring system has been established. 
Process of development of priority species have been initiated 

Species action planning process is part of the above. Has been initiated.



	Obj 4
	Stakeholders build upon ongoing transboundary cooperation in the Prespa Basin by strengthening the transboundary coordination mechanism and piloting transboundary conservation and water management.
	Indicator 31: PPCC is/is not a legal entity under International Law

Indicator 32. Declaration for the Prespa Park is/is not followed by specific tri-lateral agreement

Indicator 33. Governments commit/ do not commit to funding full time executive secretary position for Prespa Park Coordination Committee. 

Indicator 34. Status of agreement of transboundary water management to achieve good ecological water status in the water bodies of the Prespa Park. Coordination mechanism established through regular operation of Working Group on Water Management (WGWM).

Indicator 35. Three states agree/ disagree on transboundary habitat conservation priorities that reflect ecological management objectives for sustainable use and conservation of species and ecosystem health and agree upon specific programmes 

Indicator 36. Inhabitants and stakeholders in the 3 countries aware/ unaware of Prespa values and informed on project activities

Indicator 38. Robust shared database on priority ecosystem and species health parameters.


	The process of assessing options for transboundary institutional arrangements has been initiated and next steps have been identified.
Process underway as part of the assessment and recommendations.

Process underway as part of the assessment and recommendations.

(No work initiated yet on TB Water management)

(Process underway through TB Monitoring programme and determination of priority species and habitats)

Interim project website has been developed and functioning as the information sharing forum. A transboundary communication strategy is under development.

Part of the TB Monitoring system 

	Obj. 5


	Lessons learnt and adaptive management of project

	
	


	Annual output targets


	Achievement of outputs
	Proposed output targets for the next year



	Obj. 3 Stakeholders strengthen legal and regulatory enabling environment and establish land and water use management basis for maintaining and restoring ecosystem health in the Prespa Lakes Basin

Output 3.1 Transboundary Monitoring Programme 

Target 01: Prepare working papers for discussion at the first TB Monitoring and Conservation Working Group (MCWG) meeting based on SPP proposal and in consideration of other TB monitoring programmes

Target 02: Organise first tri-lateral MCWG Meeting and agree on ToR for MCWG

Target 03: Option paper for low cost Information Management system and a needs assessment

Target 04: Send relevant participants to identified training courses - e.g. Training on Ramsar site management in Germany 

Target 05: MCWG to prepare a discussion paper on species research priorities
	· MCWG established and convened for the first time on 18th October 2007 in Pretor, FYR of Macedonia. Additional funding from the Greek side has been secured to contribute to the development of the TB Monitoring system (Target 01 achieved).

· A detailed proposal for the development of the TB Monitoring System process has been prepared and presented at the first MCWG meeting (Target 01 achieved)

· TOR for the MCWG was finalized (Target 02 achieved)

· Draft meeting report of the first MCWG meeting available (Target 01 achieved)

· Production of a basic working Map for the Prespa Regional Project is currently underway. However, further options for a low-cost Information Mgt System and GIS will be explored as part of the development of the TB monitoring system – based on agreed transboundary priorities (Target 03 partially achieved).  

· 4 participants from Albania and FYR Macedonia successfully trained in Ramsar (Target 4 achieved)

· A working document presenting a process for determination of priority species of conservation concern was prepared by SPP, presented and discussed at the MCWG meeting. Next steps were identified and follow up is underway (Target 05 achieved)

	· Formalize cooperation with key partner in development of the TB Monitoring Programme

· Agree on aims of the TB monitoring programme after review of consultation document produced by technical experts

· Initiate focused research on priority species according to methodology developed

· Coordinate development of TB GIS with national GIS development work

	Objective 4: Stakeholders build upon ongoing transboundary cooperation in the Prespa Basin by strengthening the transboundary coordination mechanism and piloting transboundary conservation and water management
	
	

	Output 4.1: PPCC becomes a formal , international trilateral institution under international law

Target 06: Finalise ToR and undertake assessment - meetings with relevant agencies (esp. water management) and mini-workshops

Target 07: Presentation of results of the assessment and options at the 12th PPCC meeting

Target 08: Incorporate priorities and recommendations of assessment into workplan and budget for 2008

Target 09: Study tour for PPCC members to an identified transboundary initiative.


	A draft assessment report has been completed and the report is currently being reviewed. The report identifies ‘next steps’ that need to be undertaken in-terms of institutional maturation of the PPCC towards establishment of a formal, international trilateral institution under international law.

A study tour to the International Commission for the Protection of the Danube River (ICPDR) in Vienna was successfully organised from 6-10 November 2007. A total of 15 participants attended this study tour consisting of PPCC members, National Project Directors, PPCC secretariat and UNDP Project Managers. Participants indicated that the programme was highly beneficial although reports are still pending. The programme included elements of development of transboundary agreements, transboundary monitoring programme, financing the transboundary initiative, management planning in a transboundary protected lake/wetland, commitment from the respective States in a transboundary initiative and more

The TB component provided input and support to the protocol for collaboration that has been developed by the three Mayors of Albania, FYR of Macedonia and Greek Prespa to be signed in December 2007 


	National consultation workshops will be organized for input into the draft report. UNDP will facilitate the next steps of the process based on the recommendations. 

UNDP will have to lead on high level negotiations if required. 



	Output 4.3: Transboundary Communication
	
	

	Target 10: Develop ToR for consultancy on communication and participation plan and prepare a draft of the plan itself. 

Target 11:  Organise relevant events in schools in collaboration with local partners.

Target 12: Develop tri-lingual communication material on Prespa's ecosystem services and issues

Target 13: Preparations for World Wetland Day 2008- prepare concept paper

Target 14: Conduct a needs assessment, coordinate with partners and develop a discussion paper and concept note with the approach for Prespa website development.
	A ToR for a Communication, Education and Public Awareness Strategy has been drafted through extensive consultation with various regional and global communication experts (including the Ramsar CEPA group). It has been placed on the Prespa Project discussion forum for input/comments. A call for expressions of interest would be posted by the end of 2007 (Target 10 partially achieved).

On the occasion of Apple Harvest Day in Resen (27 Sept 2007), a transboundary forum was organised to discuss good agricultural practices. The TB unit also supported production of t-shirts for school children that carried the message “Keep Prespa Healthy through Good Agricultural Practices” in three languages (AL, GR and MK). Using the event as a pilot for organising events in organising events in schools, art and essay competitions were organised for elementary and high schools students on the same thematic issue. This received an overwhelming response and the appropriate prizes were awarded. Photos and reports on the event are available on the Prespa Project discussion forum (Target 11and 12 partially achieved). 

A concept paper for World Wetland Day has been prepared and posted on the Prespa Project Discussion Forum for comments and input (Target 13 achieved).

A concept paper on the Prespa Website has been developed through extensive consultation with key Prespa Stakeholders, namely PPCC members. The final version of this paper is available on the Prespa Project Discussion Forum (Target 14 achieved).  

Basic information material on the project (e.g. overview of the project, specific thematic issues) have been produced and is now available on the Prespa Project Discussion Forum
	Follow up on implementation of the details of the TB communication component contained within the various discussion paper and concept notes.

Further targeted transboundary information sharing forums/ training on specific project issues will be organized.

A tri-lateral celebration of World Wetlands Day is planned for Feb 02, 2008.

Website will be established based on the proposal

Additional tri-lateral information material will be produced based on the priorities defined in the communication strategy and other priority issues.

	Output 4.4: Pilot species and habitat conservation initiatives
	(See Output 3.1). A paper outlining the process for the selection of the priority species for the action planning process has been prepared and presented by SPP at the first MCWG meeting on 18th October. 


	

	Objective 5: Lessons learnt and adaptive management of Project 
	The relevant monitoring tools have been developed and incorporated into the project inception report and implementation plan. Several activities were conducted on the transboundary level in relation to exchanging information on lessons learnt and initiating network for info exchange.


	

	Output 5.1: Monitoring and evaluation enables lessons to be elaborated, learned and shared worldwide and project management to be adaptive

Target 15: Logframe revised, M&E plan prepared and included into project inception report.  

Target 16: Annual work planning workshop in preparation for 2008 work plan conducted.
	A trans-boundary round table/ Forum was organised on ‘Good Agricultural Practices’ in the municipality of Resen in conjunction with the Apple Harvest Festival. Experts on the relevant topics from the littoral States were invited to present their experience on GAP to farmers and other interested stakeholders. Experts from Greece and FYR of Macedonia participated in this event. Presentations and resource material are available on the Prespa Project web discussion forum. Despite the minor constraints faced (see section below), this event proved to be a very useful and informative session. Input from the Greek experts was well received in Resen.

The draft project inception report has been distributed for comments and is also available on the Perspa Project Discussion Forum. A project M&E plan and reporting requirements has also been completed and integrated into the inception report. The logframe revision exercise was completed with successful incorporation of key elements (especially the Greek component (Target 15 achieved)

The Annual work planning meeting has been organized in Korcha, Albania on Dec 14th 2007 to ensure coordinated development of annual workplans of the various components of the project (Target 16 achieved).


	


