Partnership Strategy 

Introduction

The Mekong Wetlands Biodiversity Programme provides a framework within which a variety of government and non-government organizations can work towards the overall goals of wetland conservation and sustainable use. The existing funds that have been raised through the GEF process may be used directly to undertake the programme activities, and additional funds may be raised through the different partnership arrangements to undertake work that has been identified in the Preparatory Assistance and earlier phases, and further work that will be identified in the course of the programme. Different mechanisms are outlined below for the formation of partnerships with the programme and for collaboration depending upon the nature of the work, the source of funds and the agencies involved.

Principal Government Partners

The principal mechanism for working with government partners is through the National Programme Directors, located within the Wetland Programme office in the focal point Ministry. The National Programme Director, will probably have other departmental duties and the programme would therefore support him in the direct programme work by the appointment of a Wetlands Programme Coordinator and an assistant. 

At the provincial level, where the demonstration sites are located, the provincial government would appoint a Demonstration project co-manager to work with the IUCN Wetlands Project officers/co-managers.

The flow of funds for the IUCN managed components of the programme would pass from the Regional Programme Unit in Phnom Penh, to the different IUCN country offices and from there separately to the National Programme Office and to the Demonstration Project Offices (or directly to the NPO, whichever is most appropriate). Payment schedules would be based upon performance or milestones of completion. Funds would be released against expected costs of agreed work plans, and balanced with actual expenditure.

Other Government Departments, Institutes and Agencies

Other government departments that expect to work regularly with the programme would appoint departmental focal points. Where specific work is to be undertaken by these departments, the National Programme Office would coordinate this work, which could either be undertaken as a direct contract from the National Programme Office, or from the Regional Programme Office as appropriate.

Non-governmental partnerships 

There are five mechanisms for working with NGOs, which may be used in different combinations depending upon the situation and collaboration requirements. These are defined as:

1. Networking partnership: the NGO partner would be included on the overall Mekong wetland networks, information would be shared and the NGO partner would be invited to attend appropriate meetings and training workshops etc. The NGO partner should indicate that it wishes to be included in the network. 

2. Membership of Regional Wetland Coordination Forum:  this is a more significant variation of the network partnership, in which the NGO is asked to be a member of the Regional Wetland Coordination Forum, on the basis of its regional interest, experience and activities in the field of wetland conservation and sustainable use in the Mekong River Basin. This Forum will meet at least once, if not twice a year and provides a forum for sharing all the wetland issues and activities in the region.

3. Co-financing partnership: The Wetlands Biodiversity Programme and the NGO agree to develop sub-project proposals that contribute directly to the aims and objectives of the programme and its activities, especially, but not exclusively, in the demonstration project areas. They would then raise funds for these sub-projects from the donor base of both IUCN and the NGO, and when sourced, would implement the sub-project in collaboration. Implementation mechanisms and flow of funds will depend upon the nature of the work and the source of funds. The two organizations will exchange letters of understanding, which will be formalized in signed agreements when funds have been raised. Costs of proposal preparation and fund-raising will be borne by each organization separately, although it may be possible that the Wetlands Programme may be able to contribute some costs.

4.  Parallel partnership: This form of partnership applies when the NGO partner is undertaking activities that are directly in line with the aims and objectives of the Wetlands Biodiversity Programme, but which are financed, carried out and managed separately by the NGO, with their own schedules and reporting lines. The MWBP may offer some contribution, in terms of:

a. staff time to attend meetings

b. sharing of information and advice

c. providing a route for taking information and recommendations from such parallel activities that may be useful for planning and policy decision-making to higher government levels through the National and Regional Steering Committee processes of the MWBP.

The MWBP and the NGO would exchange letters of agreement to collaborate in this way, and the NGO would offer the value of its relevant projects and activities as parallel finance, thus contributing to the co-financing requirements of the GEF funding.

5. Contractual partnership: Under this arrangement, the MWBP would contract (or offer a grant to) the NGO partner to undertake a specific piece of work where the NGO clearly has technical and locational advantages and a proven track record. Direct contractual agreements would be drawn up before the work is started or before any funds are transferred. Flow of funds will depend upon an agreed work plan, progress and finance reports, supported by original documents. These reports would need to be signed off by the Programme before the release of funds. There are two forms of contractual partnership:
a. MWBP identifies the sub-project tasks and activities and develops the TOR. It approaches the NGO partner/s and invites them to put forward their proposals to undertake this work. If acceptable, a contract is drawn up and implemented in the normal way.
b. An NGO partner approaches the MWBP with a proposal for work that it believes to be in line with the aims and objectives of the programme. The PMU considers this proposal and if appropriate and funds are available, agrees a contract with the NGO.  
Where funds are given as a grant (rather than as a contract for services) IUCN would carry out a pre-project evaluation of the institution’s financial management capability to manage the funds properly.
Two examples of these sorts of partnerships are used to illustrate how they might work:

· CARE Vietnam – Co-finance partnership. IUCN and CARE Vietnam agree to develop sub-projects for the demonstration sites at Lang Sen and Tram Chim. These would focus particularly on the social development and livelihoods aspects of people living in and around the protected areas, and be co-ordinated with the biodiversity conservation activities. IUCN and CARE Vietnam jointly prepare a concept note and when prospective donors are identified, develop this into a full proposal. When funding is sourced, a contractual arrangement between the MWBP and CARE will be drawn up specifying the roles and responsibilities for the various activities.
· International Crane Foundation – Parallel partnership leading to contractual partnership. ICF is already carrying out a number of activities in the region leading towards conservation of the Eastern race of the Sarus Crane in Cambodia and Vietnam. This programme of activities has a direct relevance to the development of a regional management plan for the Sarus Crane – one of the flagship species. The three-year programme has a significant value, which can be used as parallel finance for the MWBP. ICF is arguably the best-suited organization to co-ordinate the preparation of the Sarus Crane Management Plan, and so using some funds from the GEF, the MWBP would contract ICF to prepare the Management Plan. The Management Plan would be taken through the approval process via the National and Regional Steering Committees and be recommended for national and regional implementation. ICF and IUCN would then prepare sub-project proposals for funding to implement the Management Plan. Where there are actions that need to be taken in the wetland demonstration sites, e.g. at Tram Chim, these may be put into action directly through the MWBP, others will be implemented separately. 
As another example the strategy for developing the Species Conservation Action Plans illustrate the ways in which networking and partnerships may be used to strengthen regional and national capacities.

Development and implementation of Species Conservation Action Plans for the Flagship Species of the Mekong River Basin 

Introduction: 

The Mekong is one of the great river systems of the world. Its biodiversity is of international significance and forms the main natural resource for a population of 55 million people living in the Lower Mekong Basin - about one third of the total population of Cambodia, Lao PDR, Thailand and Vietnam combined. 

Despite the rapid economic advances of these countries, poverty levels remain high with the poor tending to be more dependent on wetland-based resources such as fisheries, and forests. Unsustainable exploitation of resources and land conversion has left the Mekong Delta in a semi-natural condition. Certain development initiatives have had potentially devastating economic, social and environmental costs. Hunting and illicit wildlife trade has brought many species to the brink of imminent extinction.

The lower Mekong countries - Cambodia, Lao PDR, Thailand and Vietnam - have recognised the need to develop an integrated programme of activities to conserve the biodiversity of the Mekong River in order to reduce poverty and secure the natural resource base for local livelihoods. In response to this, the Mekong Wetlands Biodiversity Programme has been developed to address the critical issues in the Mekong wetlands at three levels – regional, national and local. 

The Mekong river basin consists of many unique ecosystems and provides habitat to a wide array of globally threatened species such as Irrawaddy Dolphin, Sarus Crane, Siamese Crocodile, and the Mekong Giant Catfish. These four species have been selected as flagship species for the Mekong Wetlands Biodiversity Conservation and Sustainable Use Programme as they fulfill one or more criteria for selection of flagships. These species are:

· a representation of wider biodiversity taxa. 

· an indicator of the health of the ecosystem

· transboundary in nature; and 

· they provide a mechanism for enhancing regional collaboration for conservation and management of biodiversity and ecosystems. 

An integrated approach in the conservation of flagship species is an important tool to address the issue of ecosystem and biodiversity conservation as a whole. This document aims to provide the basic guidelines for the proposed process in the development and implementation of species conservation action plans for the selected flagship species. 

Objective:

The implementation of effective species conservation action plans for the identified flagship species in the Lower Mekong river basin region with the necessary policy in place to support it. 

Expected Outputs: 

· An initial ‘Red listing’ of flagships and associated species in the lower Mekong basin.  

· A comprehensive assessment report on the status, distribution and conservation issues affecting the identified flagship species. 

· A species conservation action plan outlining priority actions for the conservation of the flagship species and how it benefits other threatened species. 

· A socio-economic impact assessment on the measures proposed for the conservation of flagship species.

· Recommendations for training and capacity building for implementation of the species conservation action plans.

· Implementation of a pilot initiative based on recommendations of the species conservation action plan. 

· An evaluation and review of the species conservation action plan. 

Expertise required:

A team (specialist working groups) of local and international experts will be tasked to prepare the Species Conservation Action Plans. The various taxa would require differing expertise, therefore it is proposed that 4 separate working groups be established – i.e. one for each taxa. These working groups would operate independently but have at least one joint meeting to discuss cross cutting issues. 

· A specialist working group on the Sarus Crane (led by the International Crane Foundation, ICF) 

· A specialist working group on the Irrawaddy Dolphin (led by Cetacean Specialist Group, CSG)

· A specialist working group on the Mekong Giant Catfish (led by Zeb Hogan, and Freshwater Specialist Group)

· A specialist working group on the Siamese Crocodile (Led by Wildlife Conservation Society, WCS)

Process and methods:

The development of the SCAPs, pilot implementation and review is expected to occur throughout both phases of the project. It is therefore proposed that a phased approach be taken. It is also proposed the process taken in developing the SCAPs include a participatory and consultative approach as far as possible. A detailed proposal will be prepared by the working groups in consultation at the first meeting. This proposal will outline the process and budget requirements for preparation and implementation of the SCAPs in order to achieve objective. Below is a proposed process:

1. Identification of relevant experts both national and international.

2. Establishment of the species network to facilitate information exchange – this would be useful in gaining access to success stories elsewhere.

3. Organise a first meeting upon invitation of experts - establishment of the species working group tasked with preparation of the SCAP. 

4. Red-listing process for the flagship species and other key associated taxa.

5. Identification of urgent actions that need to be taken to protect the species

6. Develop proposal for development and implementation of the SCAP and present to Mekong Programme Team Leader - discuss TOR and develop a work plan

7. Desk research and field assessment of the status, distribution and key conservation issues affecting the survival of the species and proposed management actions. 

8. Prepare a first draft of the SCAP with assessment of related socio-economic impacts and risk assessments in relation to the recommended actions. Recommendations on economic mechanisms to promote conservation of the selected species should also be included. 

9. Organise a cross-cutting meeting (with all SCAP working groups) to review areas of overlap and to capitalise upon differences. 

10. Prepare 2nd draft and convene second SCAP meeting. 

11. Prepare final draft along with a summary document with recommendation. 

12. Present summary recommendations and final draft to the steering committee for approval. 

13. Prepare proposals and fund-raising for implementation of the SCAP 

14. Implement pilot projects and activities in line with recommendations of the SCAP

15. Review the SCAPs.

Start date and duration:

Phase A (Jan 2004 – Dec 2005)

· Preparation of assessment report on the status, distribution and conservation issues affecting the flagship species

· Preparation of final draft SCAPs and approval by the steering committee.

Phase B (Jan 2006 – Dec 2008)

· Development of pilot programmes and implementation of the SCAPs

· Monitoring, evaluation and review of the effectiveness of the SCAPs

Proposed membership of the various specialist working groups:

	Proposed members
	Giant Catfish 
	Sarus Crane
	Dolphin 
	Siamese Crocodile

	International experts
	Zeb Hogan (team leader)


	Jeb Barzen, ICF (team leader)
	Brian Smith, CSG (Team leader)
	John Thorbjarnarson, WCS (Team Leader)

	
	Freshwater Specialist Group

(Will Darwall)
	Guy Marris (Secretariat)
	Isabel Beasley (Secretariat)
	

	
	
	
	
	

	Regional experts
	Identified regional experts
	Identified regional experts
	Identified regional experts
	Identified regional experts

	
	
	
	
	

	
	
	
	
	

	Government representatives 
	Ministry of Environment (x4)
	Ministry of Environment (x4)
	Ministry of Environment (x4)
	Ministry of Environment (x4)

	from the 4 countries
	Department of Fisheries (x4)
	Department of Wildlife (x4)
	Department of Fisheries (x4)
	Department of Fisheries (x4)

	
	
	
	Department of Wildlife (x4)
	Department of Wildlife (x4)

	
	Provincial representative (x3)
	Provincial representative (x2)
	Provincial representative (x4)
	Provincial representative (x4)

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Other organisations
	MRC Fisheries 
	Wetlands International
	WCS
	WCS

	
	IUCN 
	IUCN


	IUCN
	IUCN

	
	WWF 
	WWF
	WWF
	Crocodile Specialist Group

	
	World Fish Centre
	BirdLife International
	
	FFI

	
	
	
	
	

	
	
	
	
	


