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Promotion of Networks and Exchanges in the Countries of SEE

Neretva estuary site


PROGRESS REPORT

I Activity review

Objective 1: Promotion of co-operation in management and protection of key

        transboundary sites
Name of the activity: Publication of info-package on water rights/management and biodiversity

Code of the activity: 1.1.1 

Short description: This brochure is to provide information on environmental issues in both countries e.g. to gather all information relevant to environmental issue in one brochure, including tourism, agriculture, management, fishing, hunting, policy makers, ongoing and future projects.

There will be “Who is who” part of brochure with a list of all organization and institutions of influence on environment in Neretva delta (MoE, NGOs, water management companies, hunting association, tourist offices etc.) with their responsibilities, actions (if any), future plans (if any), and contacts.
Stakeholders involved: For the purpose of writing this brochure is planned to have experts from MoE and water management companies. Before publishing printing companies will be advised respecting REC design.

Outputs: Comprehensive document for possible donors and investors of interest in Neretva delta as well as clearer picture on who is who in environmental filed and clearer responsibilities and action of all stakeholders with aim to raise public awareness.

Monitoring and evaluation: After having ToR prepared, contractors are to be chosen, according to their skills and access to information, for writing a first draft of this brochure. After first draft and REC staff input, printing company will be chosen.
Name of the activity:  Toxicological analysis of heavy metals in Neretva Delta

Code of the activity: 1.1.2

Short description: The purpose of this activity is to undertake a quick assessment of the heavy metals in ND. It is to respond to the needs of local communities to be informed for the level of the water pollution in Neretva delta as it was agreed at the multi-stakeholders workshop, September 3-5, 2001 in Mostar.

Stakeholders involved: According to ToR for this activity prepared by PM, POMs advertised job announcement in two local newspapers covering whole area for the purpose of hiring contractors. Even though there were several interesting institution for this task just Agriculture faculty and institute from University of Mostar met all REC requirements. Neutral expert, Svetoslav Cheshmedjiev hired by PM, considered their proposal giving recommendation that were excepted by prof. Bogut from Agriculture faculty and institute from University of Mostar.

Outputs: Activity includes report with gap analysis and public presentation of results. Analysis of heavy metals has never been done since war so result of this activity can bring many questions on environmental issues in Neretva delta.

Monitoring and evaluation: Having revised contractor’s proposal by expert, contractor is to be approved by Head Office. Next step is to sign a contract to begin carrying out this analysis.

Name of the activity: Elaborate an action plan for priority measures for sensitive wetlands in ND

Code of the activity: 1.1.3

Short description: Within this activity there was a meeting in MoE in Zagreb, participated by consultant Alexander Kerr, Croatian MoE and REC staff with a purpose to update on views about co-operation over the protection of the Neretva delta and the declaration of protected areas in Croatia. Following was a three days workshop held in Nature Park Hutovo Blato in B&H. The main purpose of the workshop was to provide assistance in generating ideas and prioritising them with a view to possible future funding by the REC project or other sources.  It was intended that in carrying out this work, it would also be possible to lay the foundations for future work on the preparation of a management plan for the Park and other protected areas in the Neretva delta and to give the staff some tools to work with.  The terms of reference provided from REC required Mr. Kerr to facilitate a workshop designed to assist those involved in the protection of areas that might be involved in a cross/border protected areas identify the top priorities for action that might be funded within the REC project with special reference to spend by October 2003.

Stakeholders involved: Ministry of the Environment of Republic of Croatia, MoE of Neretva-Herzegovina canton in Bosnia and Herzegovina, Public Enterprise Nature Park “Hutovo Blato”, Water Management company from Mostar, NGOs, Ramsar and Life project representatives.

Outputs: The first priority action for the Nature Park “Hutovo Blato” is to prepare a management plan. The Park must sort out its own priorities in relation to its statutory terms of reference before engaging in any other activities.  Given a major focus on nature conservation on the one hand and provision for public enjoyment on the other, it is important that the Park established very clearly what is or is not appropriate.  It should be possible to obtain funding for this via the REC project since the bulk of the work must be done by Park staff and all tha will be requires is some facilitation by a neutral expert.

The second priority for the Park is to prepare a business plan. There is current disparity between income and essential expenditure can only be overcome through a very business like approach to financial matters.  Such a plan would look at the current activities and ways of improving efficiency/ reduce expenditure, options for generating income from the Park, options for obtaining income for projects and options for obtaining sponsorship for major projects or equipment. It mighty be possible to obtain funding for this via the REC project.  If not, it should be possible to find an alternative source.  It will be important to have guidance form the Ministry on both the policy level and the suitability of certain detailed options.  Examples of work in this category include establishing the water budget of the area, construction of an adjustable dam/sluice.

The third priority for the Park is to obtain funding for selected key projects.  

There is no prospect of either the normal budget for the Park or the REC project being able to cope with some of the major items of work that are envisaged.  

There may be a need for a culture change within the staff of the organization if they are expected to move from what has been a predominantly “public service” role to that of being more entrepreneurial.  It would be to everyone’s advantage if training is provided in how to achieve this change. REC should consider whether it can fund this type of assistance.  

It would be beneficial if selected staff could travel and see how wetland sites are managed in Western Europe.  This would be beneficial in confirming in their own minds a) the quality of the site b) the extent to which many of their problems are shared with other Parks.  In addition, they would probably encounter a whole raft of ideas that could be adapted for use in Hutovo Blato.
Monitoring and evaluation: Follow up of so far activities within this activity is to form Core group of local experts and key stakeholders. This Core group would with monitoring and suggestion from Mr. Kerr work on developing Business plan for Park of Nature “Hutovo Blato” as pilot area. On the base of this routine, Business plans for the other sensitive areas in Neretva delta will be developed.

Name of the activity: Develop a joint rural tourism strategy for Neretva Delta
Code of the activity: 1.1.4

Short description:
Stakeholders involved: 

Outputs: 

Monitoring and evaluation:  
Objective 2: Promotion of local organisations and of cross-border exchanges between

                     local organisations and people in the interest of managing shared

                     resources

Name of the activity: Training local people in organic agriculture

Code of the activity: 2.1.1

Short description: The purpose of this activity is to emphasis potential for organic agriculture in Neretva delta. Two days workshop will be organized to explore environmentally friendly agriculture methods that could be practiced by Neretva delta farmers. Workshop will consider economics issue of this approach of shifting traditional agriculture to organic as well to analyze possibilities and matching with rural tourism as well as influences on human health of both traditional and organic agriculture. 

Stakeholders involved: The main stakeholders involved would be local farmers, academic institutions and experts, Ministries of environment and agriculture, tourist organizations, NGOs and local authorities.

Outputs: Develop all possibilities for organic food production in Neretva delta. 
Monitoring and evaluation: Workshop is in the process of organization, contacts with possible facilitators are being done as well as with possible lecturers. Workshop agenda is being done.  

Name of the activity: Neretva delta brochure

Code of the activity: 2.1.2.a

Short description:  Purpose of this activity was to provide information of the project, project achievements and plans to stakeholders and all interested. Brochure is written in plain text covered with photos from Neretva delta.  

Stakeholders involved: Text is written by PM and POMs, photos are taken from NGOs and POMs. Printing company gave suggestion for design respecting REC standards.

Outputs: Brochure printed, stakeholders and all interested can get brief information of the project. 

Monitoring and evaluation: Brochure disseminated using personal contacts, meetings, workshops and any other opportunity to provide information about the project.

Name of the activity: Priority identification workshop report 
Code of the activity: 2.1.2.b

Short description: Five joint draft reports were developed by experts from Bosnia and Herzegovina and Republic of Croatia, in order to determinate current status of environmental issues and concerns in Neretva Delta. The topics of the reports were: 

Survey of existing water rights; Identification of relationship between hydrological dynamics and biodiversity values; Socio-economic analysis; Review of impact of major economic activities (fishing, settlements, hunting, agriculture, transportation) and Survey on key groups’ awareness on environmental issues.

As a result of these reports, “Priorities identification for Neretva delta conservation” workshop was held, on 3rd to 5th of September 2001 in Mostar, in order to agree on common priorities for both countries.

This report contains summaries from all reports mentioned above as well as discussion that followed after elaborating of each. Priorities agreed on the workshop are listed in report.

Stakeholders involved: About fifty key stakeholders participated in the development of the priority list for Neretva delta conservation. POMs and consultants with supervision of PM wrote the report.
Outputs: Report printed as a document of overall current situation in Neretva delta with priority list for Neretva delta coservation. This document can be a base for any futher action in Neretva delta.

Monitoring and evaluation: Final English version of the report is finished. Translation into Croatian/Bosnian is being done. This document will be disseminated to all key stakeholders and will be available to all who express an interest.

Name of the activity: Small grants
Code of the activity: 2.1.3

Short description: It was agreed that in this phase of the project not just NGOs would be entitled for REC small grants but also small business, schools, tourist organizations etc.

Outputs: Institutional strengthening of stakeholders belonging to mentioned categories.  

Stakeholders involved: NGOs, schools, academic institutions, small business, tourist organizations, various type of associations such as hunting, fishing etc.

Monitoring and evaluation: Implementation of this activity will start in October.

Objective 3: Promotion of technical networks on regional level
Name of the activity: Schools networking
Code of the activity: 3.1.1

Short description: 
Stakeholders involved: 

Monitoring and evaluation: 
Name of the activity: Neretva Delta Forum – Steering Committee  
Code of the activity: 3.1.2

Short description: The purpose of NDF and Steering Committee is to enhance cooperation of key stakeholders on environmental issue in Neretva Delta, on countries and cross-border level. There will be two levels, Neretva Delta Forum on the country level and Steering Committee on cross-border level. Steering Committee will have 8 members, chosen by NDF On both levels meetings will be every three months or more frequent, if needed. POMs are to facilitate first NDF meetings, where will be decided on further organization.
Stakeholders involved: Members will be representatives of: MoE (F/C; county); Municipalities; NGOs; Universities/Schools; Tourism; Farmers; Water management companies as well as representatives of other ongoing projects in Neretva delta to avoid overlapping of activities.

Outputs: Reports from meetings containing suggestions of members for further REC activities. Providing transparency of the project. The other outputs are exchange of information and avoiding overlapping.

Monitoring and evaluation: First Neretva Delta Forum meetings are held one in Mostar and the other in Metkovic, participated by key stakeholders who supported the idea. Next step is Steering Committee meeting, which is to be November. 

Name of the activity: Meeting with donors
Code of the activity: 3.1.3

Short description: As this is last activity that should be taken in the phase II of the project implementation, it will be summary of all done by this stage of the project. The purpose is to obtain alternative sources of funding for the activities that cannot be covered by the project.

Stakeholders involved: All stakeholders.

Outputs: Stakeholders informed of the procedure to apply for certain funds. Donors express an interest for the certain activities and projects in Neretva delta. 

Monitoring and evaluation: Meeting with donors will be at the end of the phase II of the project implementation with the aim to attract new donors to Neretva delta.

II Project communication 

The internal communication was primarily conducted via e-mail and phone calls. Regular weekly reports were forwarded to and exchanged with all POs/COs/PM, in order to keep informed about the implementation of current activities, ensuring the project moves forwards in accord, and in the similar tempo as in other sites. The internal communication was facilitated and made more efficient by the agreements made during the training trip to Bulgaria, when several important issues regarding communication were clarified and subsequently obeyed.  


As far as the external communication is concerned, the local stakeholders and general public were informed about the project and our activities by several different means. Skadar Lake Forum (gathering representatives of relevant institutions – activity 3.2.5.a) served the purpose of informing the local stakeholders about the project, but also of obtaining the feedback on Project implementation, and keeping us informed about new developments and programs in their respective institutions. 

Special attention was paid to informing the public by publishing the regular bimonthly bulletins (activity 2.2.1), and by maintaining contact with the media by writing press releases and directly informing them about our activities. In such a way good media coverage was obtained.  

Apart from this we took part in many local events organised by other organisations, in such a way establishing contacts with new people, spreading the information about the Project and receiving information about their organisations, programs etc. The result of all our work is that now the Montenegrin environmentally concerned sector is aware of our activities, and it holds us competent for the advices regarding particular environmental issues in Montenegro (for example, local UNDP office frequently asks for advice based on our experience, regarding the capacities of local environmental NGOs). Apart from that, in the past period we have also had several contacts with various “fact-finding” missions of foreign donor agencies (UNECE, World Bank) who visited Montenegro, who also became aware of our Project, and who found our input valuable for their future project proposals. 

As before, we kept continuous contact with our focal point from the MoE, and informed him about various relevant matters on a daily basis. Besides this, we had several official visits to our partner Ministry, when we spoke with relevant personnel. 

III   Lessons learned

As this Project encompasses different stakeholders and different activities following important lessons have been learned during its implementation: 

· All involved stakeholders have their own reasoning and should be approached in different way, and we should adapt to that

· A dialogue is an effective tool in reaching common understanding among different actors and stakeholders, who have different needs and perspectives

· Direct contacts and meetings proved as the best way to provide good results in problem solving 

· A degree of flexibility in project planning and implementation is necessary in the countries, which are in the fast transition period.  

IV   Recommendations for the remaining of the Project period 

The Project goal and objectives were set in the beginning in accordance with the REReP policy, but the indicators for achievement at the level of Project objectives were not established. Within the set objectives different activities were defined whose indicators of achievement were included in the work plans. However, appropriateness of the activities within the certain objectives could be subject of consideration, as some of the activities contribute more to the achievement of other objectives. For instance the activities with school children currently fall under the third objective, whereas they  would better fit the second objective. 


Through the implementation of the Project so far, it has proven that the Project Objectives are too broad. Although promotion of cooperation was useful as the objective in the very beginning of the Project, when the priority was to establish bilateral cooperation, in the future Project development the Objectives should focus on the more concrete issues, such as: production of joint action plan for Skadar Lake, improvement of public participation and awareness raising, institutional strengthening and capacity building of stakeholder groups etc. 
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