Management Arrangements

The programme will be directly executed by UNDP (DEX). The Lao PDR office of United Nations Development Programme will be the GEF Executing Agency of this Programme. The programme will be implemented under two separate contracts between IUCN-The World Conservation Union (IUCN) and the Mekong River Commission Secretariat. A Programme Management Unit will be established with three Programme Managers – one from each organisation, UNDP, IUCN and MRCS - under a tripartite agreement between UNDP, IUCN and MRCS. The UNDP Programme Manager will be the Programme Team Leader. The Governments of Cambodia, Lao PDR, Thailand and Vietnam will confirm their agreement by delivering letters of endorsement from their respective GEF focal points. These arrangements and agreements between the organisations will be found in Annex 1.3 of Section 1.

This tripartite management arrangement recognises the strengths and mandates of the three different organisations. The MRC has a regional mandate originally covering the water and economic development sectors, and increasingly the environmental sector as well. It provides an intergovernmental forum in which the different policy recommendations and guiding principles for wetland conservation can be made to each of the riparian countries. 

IUCN brings in both the global biodiversity perspectives and linkages with the different international conventions, and in the regional context provides connections between its governmental
 and non-governmental members and partners. It thus can work to strengthen capacities at the national and provincial levels as well as providing the non-governmental community working on wetlands with a forum to express its views. IUCN’s constituency is environment, natural resources and rural development.  Bringing the two organisations together therefore broadens the group of stakeholders, and provides a stronger basis for sustainable development, which needs both economic and environmental support structures. IUCN has a continuing regional role in this work, as much as the MRC. 

UNDP helps countries strengthen their capacity to address the challenges of environmentally sustainable development at global, regional, national and community levels, seeking out and sharing best practices, providing innovative policy advice and linking partners through pilot projects that help poor people build sustainable livelihoods.  As one of three implementing agencies for GEF, it will have overall reporting responsibility to the GEF. UNDP will facilitate the progress of the programme through the official government channels and ensure close coordination of the two implementing agencies. UNDP plays a leading role in the promotion and monitoring of the Millenium Development Goals, including MDGs 1 (poverty alleviation) and 7 (environmental sustainability). 

Co-ordination between the four countries will be facilitated through an Executive Regional Wetlands Steering Committee modeled upon that established during the preparation of the programme.  This will be chaired by the UNDP Resident Representative for the country in which the PMU is to be based, namely UNDP – Lao PDR, and comprise two representatives from each of the four countries at Director-General level (the chairperson and vice chair-person of the National Wetlands Steering Committee (including a representative of the National Mekong Committee), the MRCS Chief Executive Officer, the IUCN Regional Director for Asia, regional representatives from the GEF Executing agencies (ADB, World Bank and the UNEP Regional Director for Asia-Pacific, and up to four regional wetland experts of international standing, and major co-financing organisations if they wish.  Additional members may be co-opted.  This Executive Steering Committee will meet at least once a year. 

The Executive Regional Wetlands Steering Committee will have delegated authority from the Regional Wetlands Ministerial Committee, which would be at ministerial level, and would meet occasionally as required, but not less than once every two years. The programme thus has two important linkages to the highest level decision-makers in each of the four countries. If there are policy issues that relate to the mandate of the Mekong River Commission, then these will be reported through the MRC Joint Committee to the MRC Council. If there are other issues that do not relate to the MRC mandate, e.g. issues relating to CITES implementation, these will be considered at the Regional Wetlands Ministerial Committee.

Regular Programme management guidance and approvals of work plans etc. will be provided by the Programme Management Committee. This will be chaired by the UNDP Resident Representative in the country in which the PMU is to be located, i.e Lao PDR, and its members will be the CEO of the MRCS, the IUCN Regional Director for Asia (or their designated representatives). All three Programme Managers from UNDP, IUCN and MRCS will attend these meetings as will the National Wetland Programme Directors from each country. The Programme Management Committee will meet four times per year, and once a year will carry out the Tripartite Review process with other major donors to the programme.

A Regional Wetlands Co-ordination Forum (previously called Sub-committee) will also be established under the programme to ensure close co-ordination between this programme and other relevant wetland projects and activities taking place in the region.  This forum will be chaired by the UNDP Programme Team Leader and will comprise representatives from appropriate international organisations and NGOs, such as ASEAN Biodiversity Centre, ADB Environmental Department, ICLARM, Oxfam International Mekong Programme, Wetlands International Mekong Programme, WWF Indochina Programme, and others as invited.  The Wetlands Co-ordination Forum will provide the principal opportunity for coordination of the programme partnerships, networks and parallel projects. It will meet not less than once per year, and will make recommendations to the Regional Steering Committee, and thence through the MRC structures or to the Ministerial Committee.
The terms of reference and membership of these Committees and the Forum are provided in Annex 1.1.A

The overall programme will be implemented through a regional Programme Management Unit (PMU), which will act as a secretariat to the Regional Steering Committee, Programme Management Committee and Regional Wetlands Forum.  It will:

· Manage the implementation of all regional activities;

· co-ordinate, facilitate and support the work of the National Programme Offices and the Field Offices; 

· supervise technical progress monitoring of each programme component; 

· undertake financial management and auditing of funds released to the programme; 

· liaise closely with the other donor agencies involved in the programme; 

· report regularly to all co-financing agencies. 

It will be headed by a full-time UNDP Programme Team Leader, who will provide the overall technical direction for the programme and be responsible for the coordination of the two implementing contracts to MRCS and IUCN. These will be managed by the MRCS Programme Manager, and the IUCN Programme Manager, plus a multi-disciplinary team of international and regional staff, and administrative and support staff. The IUCN Programme Manager would be principally responsible for coordination of the National and Provincial Wetland Programme offices. The TORS for the Programme Managers and the PMU team members are found in Annex 1.1.B.

The PMU will be co-located in the same city as the MRCS. During the preparatory phase, the MRCS has been based in Phnom Penh, Cambodia and a preparatory PMU has been established in the IUCN Cambodia office. In view of the fact that the MRCS will be re-locating to Vientiane by the end of June 2004, the PMU will gradually relocate to Vientiane, and as from January 2004, the Team Leader will have a base both in Vientiane for liaison with the UNDP – Lao PDR office, and also in Phnom Penh for liaison with the MRC. New staff appointments to the PMU will be made to Vientiane. The final move to Vientiane of all PMU staff will be completed in line with the MRC move.

Implementation in each country will be based broadly on the same model, but with minor differences reflecting national institutional frameworks.  In view of the emerging role of the National Mekong Committee in each country and continuing UNDP support to strengthen the four committees, the National Steering Committees for the programme in each country will be closely related to the National Mekong Committees:

Cambodia: A National Wetlands Committee will be established as proposed under the Draft National Wetland Action Plan and this will act as the National Steering Committee for the programme.  The relationship between the National Wetlands Committee and Cambodia Mekong Committee will be worked out during the course of the programme.
  The National Programme Office will be established in the Ministry of Environment.  The Stoeng Treng Wetland Demonstration Project Office will be with the Office of the Provincial Governor (Environment Department), located in Stoeng Treng town, and the Provincial Development Committee will co-ordinate technical inputs. There will be a Demonstration Project Steering Committee, which will also be attended by the National Programme Director.

Lao PDR: There will be a National Steering Committee chaired by the Director of Cabinet of the Ministry of Agriculture and Forestry; with deputy chairs from Science Technology and Environment Agency (STEA) as the GEF focal point and the Director General of the National Agricultural and Forestry Research Institute (NAFRI).  The Lao National Mekong Committee will be represented in the Steering Committee.  The National Programme Office will be established in LARReC and advised technically by the recently-created Wetland Working Group under NAFRI.  The Attapeu Wetland Demonstration Project Office will be with the Cabinet of the Provincial Governor located in within the PAFO offices in Attapeu town. There will be a Demonstration Project Steering Committee, which will also be attended by the National Programme Director.

Thailand: The National Steering Committee, chaired by the Deputy Permanent Secretary of Ministry of Natural Resources and Environment will report and communicate directly to the statutory National Sub-committee on Wetlands Management, a sub-committee of the National Environment Board. The National Programme Office will be located in the Office of Natural Resources and Environmental Policy and Planning (ONREPP) in the Ministry of Natural Resources and Environment.  The Songkhram Wetland Demonstration Project Office for the demonstration site will be located in the District administration offices in the town of Sri Songkhram.  There will be two provincial Songkhram Wetlands Demonstration Project Steering Committees – one for Nakhon Phanom province and one for Sakhon Nakhon province to guide the field office in the implementation of the project in each province. These will be chaired by the respective Provincial Governors with members from related provincial departments and local environmental NGOs. The provincial offices of Natural Resources and Environment would provide the secretariat to their Steering Committees assisted by the IUCN Wetlands Project Co-manager. 

In order to coordinate between these two Provincial Steering Committees within the basin as a whole, to exchange information and provide links with other organisations, a Lower Songkhram Basin Technical Advisory Committee will be established, with representatives from the two Steering Committees, other relevant organisations, including the other two provinces in the Songkrham Basin (Nong Khai and Udon Thani) and NGOs. This will be coordinated by the Regional Director of ONREPP, with support from the IUCN Wetlands Project Co-manager.

Vietnam: A National Steering Committee will be established, chaired by the Vice-Minister of Environment and Natural Resources, with the representative of the Vietnam National Mekong Committee as Deputy Chair.  The National Programme Office will be established in the Vietnam Environment Protection Agency (VEPA) in the Ministry of Natural Resources and Environment (MONRE). The Plain of Reeds Wetland Demonstration Project Office will be divided between the main office in Cao Lanh, Dong Thap Province, and a sub-office in the DOST of Long An Province. Each province will have their own Wetland Project Steering Committee and both will be advised and coordinated through a Technical Advisory Committee co-ordinated by the Sub-institute of Forestry and Planning with support from the IUCN Wetlands Project Co-manager. There will be field staff attached to the Tram Chim National Park and the Lang Sen Nature Reserve.

Each country will appoint a National Wetlands Programme Director located in the National Programme Office and assisted by a National Wetlands Programme Co-ordinator and Deputy, (who will also serve as Communications/Training Coordinator).  This team’s role will be to:

· facilitate the implementation of programme activities in each country 

· co-ordinate closely with the PMU in guiding programme implementation;

· mobilize inputs from the various ministries;

· co-ordinate closely with the local government authorities to facilitate efficient programme implementation; 

· facilitate foreign travel by nationals on project business  

· make strategic decisions, such as endorsing and revising annual work plans and budgets; and 

· facilitate the dissemination of the project results.

At each of the four wetland demonstration project offices will be headed by a Provincial Wetlands Co-Manager and IUCN Wetlands Co-Manager who will have additional staff according to their mandate.  The TORs for each of the team members at National and Provincial levels are described in Annex 1.1.C

The structure of the Programme Committees and Management Units is shown in the attached chart (Fig 2). The composition and reporting lines of the overall Programme and each National component is shown in Fig. 3. An outline of the composition and duties of each of the National components is shown in Annex 1.1.A

Linkage with Mekong River Commission Structures 

One of the principal operating features of the programme, is the close linkage with the MRC structures at different levels. For clarification these can be described as follows, and outlined in Fig. 2:

· At the National level, the Secretary Generals of the National Mekong Committees in each country will be vice-chair persons of the National Wetland Steering Committee and should report issues to the NMCs. In practice this should not pose a problem, because:

· In Cambodia, the Minister of Environment, the focal point ministry is vice-chairperson of the CNMC, and so would provide additional linkage between the programme and CNMC.

· In Lao PDR, it is proposed that the existing Wetland Working Group, established as a research oriented group under NAFRI, be widened to be a technical working group, focused upon particular issues, e.g. the issue of Lao PDR joining Ramsar Convention. In order to widen it, representatives from the Department of Livestock and Fisheries, STEA and the LNMC would be invited.

· In Thailand, the National Mekong Committee and the National Environment Board both report to the Prime Minister and are associated with the same Ministry of Natural Resources and Environment. The National Wetlands Sub-committee is a sub-committee of the National Environment Board, and the National Wetlands Programme Steering Committee comes under this. The TNMC is served by the Water Resources Department of the Ministry and the National Wetlands Steering Committee is served by the Office of Natural Resources and Environmental Policy and Planning (ONEPP)

· In Vietnam, the National Wetlands programme of which the Mekong Wetlands Programme forms a part lies within the Ministry of Natural Resources and Environment, whilst the National Mekong Committee falls under the Ministry of Agriculture and Rural Development. It is anticipated that the representative of the VNMC would serve as deputy chair-person to the National Mekong Wetlands Steering Committee.

· At the MRC Secretariat level, there will be direct linkage with the Environment Department, in that the MRC Programme Manager will have a dual reporting line to the Environment Programme. There will also be functional linkages with the other programmes, particularly the Basin Development Plan, the environmental flow component of the Water Utilisation Plan, the Fisheries Department and the incipient Navigation Programme.

· The UNDP Programme Team Leader will report on the overall programme to the Programme Management Committee, on which the MRCS CEO will have a seat.

· The PMU will also have the opportunity to make reports on progress and findings to the twice-yearly meetings of the MRC Joint Committee, alongside of other MRC programmes.

· The Executive Regional Wetlands Steering Committee will have the opportunity to make recommendations for consideration by the MRC Joint Committee and thence to the MRC Council.

Figure 2. Programme structure, showing linkages with MRC structures and Regional Wetlands Ministerial Committee
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� All four countries are State Members of IUCN, although membership of Cambodia lapsed.  Discussions are under way to re-instate the Cambodia membership


� Coordination with the GEF projects on the Tonle Sap will help to define this relationship.





