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DRAFT DISCUSSION DOCUMENT:

OBJECTIVES, INSTITUTIONAL ARRANGEMENTS AND TERMS OF REFERENCE FOR THE GARDEN ROUTE INITIATIVE (GRI)

Objectives of the GRI

The Goal of the Garden Route Initiative (GRI) is to effectively conserve the biodiversity of the Garden Route, including the adjacent marine areas by 2020 and beyond, and through it to deliver significant benefits to the people of the area.

The GRI forms part of the larger CAPE strategy.

In order to achieve this goal, and, as per the approved GEF Project Appraisal Document (PAD) and grant agreement between SANParks and the NBI, the GRI will seek to:

· Consolidate the Garden Route protected areas through critical lowlands 

· Strengthen the Garden Route marine protected areas

· Design and test a Strategic Performance Management System in Garden Route Conservation Initiative including Marine Protected Areas

· Develop an environmental information system for Garden Route + marine reserves

· Develop and implement plans for responsible tourism in the Garden Route conservation area, including the marine area

· Develop business plans and mechanisms for financial sustainability for Garden Route

· Implement priority management programs in Garden Route

All of the above will be achieved in a manner that ensures that the people of the area benefit from the development of the biodiversity based economy of the region.

In order to achieve the above, the GRI process shall:

· Develop co-operative governance structures that will promote the sustainable management of the area (i.e. between government, civil society and private sector)

· Ensure effective participation of local people

· Promote awareness of the objectives of the GRI

· Ensure capacity building of local people to effectively participate in the GRI

· Ensure that the biodiversity of the Garden Route, and adjacent marine areas, is managed sustainably

· Ensure that all World Bank safeguards are complied with during project implementation

Institutional arrangements and governance

The GRI Project Implementation and Management Unit (PIMU) will implement the GRI, under the leadership of SANParks, and with close support from the WCNCB and other key implementation partners. 

The PIMU will be supported and advised by the GRI Steering Committee, the GRI Stakeholder Reference Group and various working groups.

The GRI forms part of the larger C.A.P.E. bioregional programme. Project progress should be shared with and informed by other ongoing protected area initiatives in the CFR, including Baviaanskloof, Gourits, ABI and Cederberg, the TMNP and the CFR Biosphere Reserves, and reported to the CIC and CCC.

Implementation of the GRI should also support the Subtropical Thicket Ecosystem Programme (STEP), and Succulent Karoo Environmental Programme (SKEP), where relevant.

1. GRI Project Implementation and Management Unit (PIMU)

The GRI PIMU will be responsible for day to day management and implementation of the GRI, in accordance with the agreed work plan for the project.

The Project Implementation and Management Unit (PIMU) will comprise:

· The GRI Coordinator, and other project staff, as determined by the GRI work plan and the project implementation partners.

· Core staff from the GRI implementing partners, including SANParks (including a representative from Park Planning and Development), WCNCB and DEAT.

· Working groups that are set up to inform specific aspects of the project

The PIMU will be housed (to be confirmed)
PIMU staff

GRI PIMU project staff shall be appointed by SANParks, in consultation with relevant stakeholder and in accordance with the procurement requirements of the World Bank, as set out in the grant agreement.

SANParks shall monitor project progress and staff performance, in consultation with other GRI Implementation Partners, the GRI SC and the GRI Stakeholder reference group.

The GRI Coordinator

The GRI coordinator will be employed by SANParks and work closely with the SANParks Head of Park Planning and Development and the members of the PIMU.  The responsibilities of the coordinator are set out below.

Project management:

· Be responsible for the day to day coordination and management of the GRI process and its implementation, including the PIMU, its staff and all of its activities (the composition of the PIMU is still to be determined)

· Ensure overall responsibility monitoring and reporting of the entire PIMU in accordance with the PIP and project work plan. 

· Ensure implementation of and compliance with the Grant Agreement, including understandings reached between SANParks and the World Bank regarding implementation. This includes compliance to safeguard policies and CAPE participation framework;

· Develop the work plan for first 18 months of project, with input from the PIMU and the GRI SC, and update this work plan as per the project grant agreement. Develop procurement plans for the project, as required by the CCU and the World Bank

· Oversee and manage the implementation of the work plan 

· Ensure that that progress reports, work plans, financial and audit reports are submitted timeously to the CCU / World Bank. Ensure that procurement is undertaken as per grant agreement and that the Bank is provided with all reports requiring a “no-objection”.

· Request further funding releases from the donor, based on the documents prepared by the GRI Project coordinator and reviewed by the GRI PIMU and GRI SC, and in accordance with the grant agreements

· Manage all expenditure in accordance with the project and PMU budget in close cooperation with the Administration/ Financial officer and the AENP Administration Manager who will act as the Chief Finance Officer for the project.

· Be responsible for all technical and management reports and procedures, including identification, selection and appointment of consultants, contractors and staff, as well as all reporting as indicated to donor agents.

Developing partnerships:

· Initiate and secure partnerships and alliances with all relevant stakeholders and role-players for the development and implementation of the GRI

· Secure cofinancing for the GRI and oversee the development of a business plan for the initiative

· Develop and initiate a process of collaborative management of the GRI, with stakeholders and role-players being empowered to take ownership of the GRI

· Facilitate the development of a close working relationship between the GRI SC, the PIMU and SANParks

· Develop a close relationship between the GRI and the CAPE Coordination Unit (CCU) and CAPE Implementation Committee (CIC)

· Ensure the establishment and functioning of the GRI Steering Committee, Project Working Groups, and other groups as the need arises, taking guidance from relevant project documents and the experiences of the coordinators from the other CFR PA initiatives.

· Provide secretarial/administrative support to these structures.   

· Support the GRI Stakeholder forum to participate meaningfully in the GRI

Reporting:

· Report directly to the executing agency in terms of the grant agreement, i.e. SANParks

· Facilitate regular communication between SANParks and the CAPE CU and World Bank including ensuring compliance with relevant World Bank and SANParks systems and policies

· Report to CAPE on a regular basis, and inform larger policy and learning processes

· Develop links with other CFR PA initiatives and CAPE projects, and develop mechanism to support and learn from these initiatives

2. The GRI Steering Committee

Objectives

The GRI SC will advise CAPE, SANParks and the GRI PIMU regarding the facilitation and implementation of the Garden Route Initiative (GRI), and support the PIMU and GRI process to achieve its objectives. 

Specifically, the GRI SC shall:

Provide overall Guidance, Advice and Support to the Project Management and Implementation Unit (PMIU) in:
· The development of the work plan for the GRI;

· The implementation of the project activities according to the approved work plan;

· The development of all terms of reference for contracts associated with GRI ; and,

· On any strategic activities that may affect the GRI implementation process on an ongoing basis.

Review:
· The financial reports and requests to WB/GEF on a quarterly basis, ensuring that the requests and reports are consistent with the approved work plan;

· Annual plans of activity (presented at the last quarterly meeting of each year); and,

· Annual reports submitted to WB/GEF and other donors, and the CAPE Implementation Committees, which will be produced within the WB/GEF reporting schedule.

Report and Provide Comment and Feedback:

· To SANParks, on the progress of the GRI and the performance of the PIMU; and, 

· To the CAPE Implementation Committee (CIC) and CAPE Coordination Committee (CCC), and GEF through the Chairperson of the GRI SC, or via the GRI coordinator, as required

Final decisions regarding the implementation of the GRI shall rest with SANParks and CAPE, who are bound to delivering the results of the GRI within a 5 years period according to the grant agreement with the NBI.

Membership of the Steering Committee

The GRI SC shall include members from the following organisations/ institutions: (TO BE CONFIRMED!)
· National Conservation Agency: SANParks (2)

· Provincial Conservation Agency: Western Cape Nature Conservation Board (1)

· Agriculture: Provincial Department of Agriculture (1)

· Local Government: District Level C: ; B Level:  (To include City managers/ town planners) (no. people not known)

· WC Provincial Economic Development and Tourism: x1

· WC DEA&DP: George Office (1)

· DWAF: Forestry representative & Water representative (2)

· Marine and Coastal Management (DEAT): MPA person (1)

· Provincial Conservation Agencies: WCNCB (2); ECNPB (1)

· National Programme: CAPE Coordinator (1)

· National NGO: WESSA SC (1)

· Stakeholder Reference Group: 2/ 3 depending on sectors

· Tourism: EC Tourism (1); Knysna/ local tourism (1)

· GRI Project Management and Implementation Unit: GRI Co-ordinator (1)

Total members of the GRI SC: ?? members

The institutions reflected above should be invited to nominate a member to represent the institution in the GRI process. In this regard it is important that the institutions invited to nominate a member follow a transparent process of nomination and are at the same time mindful of a representative composition of the GRI regarding gender and race of nominees. All institutions invited to nominate representatives will be asked to report to GRI on the nomination procedure followed.

Individuals who are nominated should have decision making powers in their respective organisations.

3. GRI Stakeholder Reference Group

The GRI Steering Committee must, of necessity, be limited to a manageable size if it is to play its oversight role effectively. However, there are many stakeholders in the project area whose support for the initiative must be engendered if it is to succeed. In order to facilitate this process a Reference Group that includes all key stakeholders in the Garden Route will be established.

The Reference Group would promote broader co-ordination of activities implemented by various stakeholders and to ensure a smooth flow of communication. 

The Reference Group should ideally meet on a regular basis (e.g. biannually or annually), and should be open to other interested parties.

To ensure a smooth flow of communication between the Reference Group and the GRI SC, it is suggested that the GRI Co-ordinator and the Chairperson of the GRI SC should represent GRI SC at all meetings of the Reference Group. 

All government departments and local organisations should have a representative in the GRI Stakeholder Reference Group. 

The Reference Group should be convened by the chairperson of the Reference Group. The participation in the reference group is voluntary. No travel expenses will be paid by the GRI.

4. Working groups

Working groups initiated by the GRI SC will support the GRI SC, and undertake specific tasks in key focus areas. These could include Tourism; Land Use planning, Awareness etc.

Working group members will be recruited and appointed by the GRI SC, and will be accountable to ABIOC for the achievement of specific tasks. Each working group will be convened by the Project Implementation and Management Unit, and will report to GRI Project Coordinator and to the GRI SC.  Working group members will be recruited from agencies involved in implementation of GRI, as well as from interested stakeholders in the area. 

Working groups will focus on specific areas of implementation. If appropriate, working groups will also consult the GRI Stakeholder Reference Group and/ or other stakeholders in the process of planning and implementing their activities. 

The working groups will report back to the PIMU/ GRI SC as agreed. 

Interim institutional and governance arrangements

Terms of reference for the interim task team

Support SANParks, the PIMU and the interim coordinator to:

· identify appropriate members for the steering committee

· develop tors for the coordinator

· develop tors for an SEA and other studies for the Garden Route, if required

· submit an initial work plan to the GEF for initial project funds the GRI

· monitor implementation of the GRI until the steering committee is constituted

· provide support to the PIMU until the SC is constituted

Membership is voluntary, and members will not be reimbursed for time spent. However, travel costs may be reimbursed.

Meetings will be held on an ad-hoc basis until the coordinator is appointed and the steering committee is constituted.

Terms of reference for the interim coordinator

Until such time as a coordinator is appointed, SANParks will nominate an interim coordinator for the project. The terms of reference for this interim coordinator are as follows:

· Liaise with key stakeholders to develop support for the GRI

· Oversee appointment of the GRI coordinator

· Oversee development of tors for the SEA and other studies

· Manage the process of appointing consultants according to the relevant World Bank and DEAT procurement procedures

· Manage the SEA development process and other studies until the GRI coordinator is appointed

· Support coordinator in constituting steering committee

· Support coordinator in managing SEA and other studies

· Convene and manage the interim task team, including task team meetings

Glossary

Some of the acronyms….

ABI
Agulhas Biodiversity Initiative

CAPE
Cape Action for People and the Environment

CCC
CAPE Coordination Committee

CCU
CAPE Coordination Unit

CIC
CAPE Implementation Committee

GRI
Garden Route Initiative

PIMU
Project Implementation and Management Unit

SAE
Strategic Environmental Assessment

SC
Steering Committee

SKEP
Succulent Karoo Environment Programme

STEP
Sub-Tropical Thicket Ecosystem Programme

TMNP
Table Mountain National Park (formerly Cape Peninsula National Park)

TT
Task Team
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