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priorities for action, advocate and monitor their conservation. IBAs are identified using objective 
international criteria, resulting in a comprehensive set of sites of global biodiversity significance, and 
encompassing all the major biomes in Africa. Appropriate participation guarantees the process belongs 
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2 An integral part of human cultural systems, widespread, taxonomically well known, and easlly surveyed. blrds accuratc 
indicate locations of sites critical for conservation of terrestrial global biodiversity. See Thirgood. S.J. & Heath, M.F. 1 
Global patterns of endemism and the conservation of biodiversity. Pages 207-227 in Systematics a 
Oxford, UK: Oxford University Press. 
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' This Project Document will not be circulated to or signed by either the Tunisian or Sierra Leonan governments because 
circumstances have changed with respect to governments and NGOs since the GEF Project Brief was accepted by GEF Council in 
May 1997. In Siena Leone civil conflict has rendered both government and UNDP organs temporarily ineffective, though it is 
worth noting that the NGO remains operational although it's effectiveness is severely impaired. In Tunisia the NGO has undergone 
major change and will require further time in order to become properly effective. Both countries will be brought be back into the 
project through the UNDP in-country PAC and government sign off processes as soon as conditions allow. A delay of one year is 
anticipated in both countries at this stage. LI Ethiopia and Kenya, the intountrv PAC process has been slower than expected. It is 
currently envisaged that there will be six and three month delays respectively in these countries. 
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SECTION A. CONTEXT 

A. 1 Description of the subsector 

Biodiversity Overview 
Africa (including Madagascar) and its associated islands support over 22% of the world's 9,700 
bird species4. In Africa, 42 areas are known as centres of avian endemism (including the 
Eastern Arc mountains of Tanzania, Kenya and Malawi, the dry forests of western Madagascar, 
the Upper Guinea forests and the South African grass1ands)r 5. Birds are proven indicators of 
species-rich faunal and floral hotspots, revealing critical concentrations of terrestrial 
biodiversity where conservation efforts can be targeted6. Over 800 bird species are also 
uniquely confined within one of the continent's 15 major biomes (notably to forests). The 
project uses birds as biodiversity indicators to identify a comprehensive set of sites, 
encompahsing all the major biomes in Africa, and known as 'Important Bird Areas' or 'IBAs'. 
The project covers all four key ecosystems identified for action within GEF Operational 
Programmes. 

Biodiversity Status 
Clearance of forest, lowland and montane, is a major threat to biodiversity in Africa, 
accounting for the 'threatened' status of 60% of bird species at risk. Since 1990, rates of 
closed canopy forest loss are thought to have reached 1 % per annum7, and such losses have 
been greater in Africa than other continents, with rainforest, which is thought to hold over half 
of Africa's biota, now covering only 7% of the land surface (one third of its historical extent). 
Rates of forest loss are known to be highest in biologically rich areas8. Clearance of non-forest 
habitats is also a major threat (the cause of risk to 15% of bird species). Fire, overgrazing, 
fuelwood and timber cutting are the principal causes of habitat degradation in arid and semi-arid 
areas. Over 10% of threatened species in Africa are waterbirds, largely as a result of wetland 
drainage and conversion to agriculture. The project will result in local efforts to protect critical 
sites for birds and other biodiversity and will also train and empower the conservation 
community, at national and regional levels, to advocate widely for change towards more 
sustainable use of natural resources. 

4 Of these 2,200 species, approximately 75% are endemic to the continent. Extinction threatens 212 species and. with another 
117 classified as near-threatened, over 15% of the Africa's bird species are at risk - Collar. N.J.. Crosby, M.J. & Stanersfield, 
A.J. 1994. Birds ro Watch 2: The World List of Threatened Birds. Conservation Series Number 4. Cambridge, UK: BirdLife 
International. 

5 ICBP. 1992. Puning Biodiversity on the Map. Cambridge, UK: BirdLife International. 

As an integral part of human cultural systems, as well as being widespread, taxonomically well known, and easily surveyed, birds 
can accurately indicate locations of sites critical for conservation of terrestrial global 1 
M.F. 1994. Global panerns of endemism and the conservation of biodiversity. Page 
Evaluation. Oxford, UK: Oxford University Press. 
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7 Sayer. J. Harcourt, S. & Collins. M. 1992. Tropical forest atlas of Afn'ca. UK: Macmillan. 

8 Balmford, A. & Long, A. 1994. Avian endemism and forest loss. Nature 372: 623-624. 





Social/Cultural/Economic Status 
Biodiversity loss and degradation of all habitat types is closely linked to the root causes of 
human poverty, in particular population growth and falling agricultural output. In consequence, 
people exploit marginal lands, such as the poor soils of semi 

- arid and forest areas. Traditional practices of shifting agriculture, pastoralism and land tenure 
systems break down for the lack of 'new' land to bring into production, while soil fertility is 
reduced by short fallow cycles and frequent burning. Natural wood is considered a free 
resource, for both fuel and building material, for which there are no obvious alternatives. 
Combined with the consequences of commercial logging and poor forest management, these 
phenomena all contribute to habitat loss in Africa. Carefully targeted mechanisms which 
encourage and enable people to live with minimal impact on habitats such as forests are, 
therefore, essential if a high proportion of African biodiversity is to be conserved. 

Institutions/Regulations 
Collaborating institutions contribute to national planning processes (e.g. in Sierra Leone to 
TFAP~ and NEAPI0 preparation) by providing objective data on biodiversity conservation 
priorities. The identification of key sites through the generation of cross-checked, field-based 
data gives governments a level of detail and precision otherwise difficult to attain. Work carried 
out to date will contribute to national Biodiversity Strategies, currently in preparation in a 
number of the participating countries with GEF Enabling Activity funding. The programme will 
also assist these countries to implement Biodiversity Strategies and Action Plans and to fulfil 
their obligations under the Convention on Biological Diversity". The network already 
participates in GEF programmes in East Africa, Cameroon and ~ h a n a ' ~ ,  as well as in the Small 
Grants' Programme administered by UNDpI3. 

Project History 
In 1985, a European group, a forerunner of the current applicants, began to identify 2,400 
Important Bird Areas in 32 European countriesI4 and now advocate national conservation 
agendas based on IBA analyses. This example was followed by other regional groups of NGOs, 
governments and collaborating institutions. Similar work has revealed 391 IBA sites in 14 
Middle Easter# countries, and programmes run by regional networks of collaborating 
organisations are now underway in the Americas and Asia. Site identification has led to a wide 

9 Tropical Forestry Action Plan. 

10 National Environmental Action Plan. 

11 Notably CBD Art. 6 (requiring development of strategies, plans and programmes for conservation and sustainable use of 
biodiversity); Art. 7 (dealing with monitoring), and Art. 8 (concerning in-situ conservation and development of protected area 
networks). 

12 Institutional support to protect East African biodiversity (BirdLife Partners in Kenya. Uganda and Tanzania) (GEF: 
RAFl92lG31); Cameroon: Biodiversity Conservation and Management (CMIGE1311); Coastal Wetlands Management in Ghana 
(RSPB, Ghana Wildlife Society, Wildlife Clubs of Ghana) (GHIGEl833). 

13 For example, the KIPEPEO butterfly farming seeks sustainable income for communities around Arabuko-Sokoke Forest, an 
internationally important area for biodiversity conservation in Kenya (East Africa Natural History Society). 

14 Grimrnett. R. F. & Jones, T. A. 1989. Irnponanf Bird Areas in Europe. ICBP Technical Publication No.9 Cambr 
Y- - ICBP. 11 out of the 32 countries covered in the European programme have published national IBA directories in nation 

languages. 

15 Evans, M. I. 1994. Imponant Bird Areas in the Middle East. BirdLife Conserva ition Series 
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range of site-specific conservation measures, such as inclusion in European Union regional and 
national legislation and the creation of local patron groups which play an active role in site 
monitoring and conservation. In Africa, a preliminary forest-based analysis has been 
undertake# and this has already led to the African network pursuing site-based conservation 
initiatives at a range of sites, e.g, in Cameroon and Kenya, plus action by other agencies at a 
range of locations elsewhere. 

Regional meetings of the African network" of NGOs and collaborating institutions agreed 
unanimously to support the establishment of a rolling suite of national programmes throughout 
Africa founded on the IBA process (as resources and circumstances allowed). BirdLife 
partners" have provided funds since 1994, and continue to do so. With GEF funding, 
members of the network seek to increase significantly the resources available for the five year 
period 1997-2002, to reinforce and further the success and sustainability of the programme. 

SECTION B. PROJECT JUSTIFICATION 

B. l  Problem to be addressed: the present situation 

This project aims to enhance biodiversity conservation in Africa by identifying, monitoring and 
advocating for the protection of key habitats through NGO-government partnerships in the 
Important Bird Area process (see Section D). This coincides with the current GEF operational 
strategy which seeks to prevent environmental degradation by encouraging and strengthening 
partnerships to address problems at the regional level through scientifically sound cost-effective 
measures. Implementation of the project will also constitute a significant step toward continuing 
fulfillment of the obligations of the Convention on Biological Diversity by the countries 
involved (see Section A). This will be especially relevant with regard to articles 3 (preventing 
damage to the environment), 6 (cross-sectoral integration of biodiversity conservation), 7 (the 
identification and monitoring of critical components of biodiversity), 8 (in situ conservation and 
development of protected areas network) and 13 (promoting and encouraging understanding of 
biodiversity conservation)). 

Development of a Network of important biodiversity sites 
The GEF Operational Strategy aims to maintain a network of conservation areas across key 
ecosystems and this project supports the same goal. NGO-government partnerships in each 
country apply well-established criteria to select lists of biodiversity sites, then monitor all sites 
regularly and set priorities for action. Application of Important Bird Area site selection criteria 
to these data provide new insights into national protected area systems, focus attention on sites 
of biodiversity value, and reclaim data in a form which promotes wide understanding. This 
helps to rekindle a sense of local and national ownership which may have been lost. The 
assessment of existing or planned action (both governmental and NGO) reveals gaps in 
coverage which need to be filled. Such gap analyses lead to a national portfolio of ~rioritv 

16 Collar, N.J. and Stuart, S. M. 1988. Key forests for threatened birds in Africa. International council tor srrd rresel 
Monograph No.3. Cambridge. UK: ICBP. 

17 At the Pan-African Ornithological Congress (PAOC) in Burundi in 1992 and the African Regional Partne~ 
the BirdLife World Conference in Germany in 1994. 

rship meetin 

18 Notably, the Royal Society for the Protection of Birds (RSPB), the European Union and the UK Government's Overst 
Development Administration and Darwin Initiative. 
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initiatives which draw on all the relevant in-country expertise to ensure cost-effective and 
sustainable conservation of a representative network of sites. 

The project is advancing our knowledge of all four GEF target ecosystems. ~ublications form a 
permanent and easily accessible record, but information is also shared through linked 
databasesI9. National Liaison Committees, meetings and a range of other forms of advocacy 
ensure that results are widely available at all key levels. For the CBD process, data are 
provided to the relevant national point of access (e.g. the National Environment Secretariat in 
Kenya). At a global level, verbal and written inputs are made at NGO fora, as well as at 
meetings of the Conference of Parties, Clearing-House Mechanism, Subsidiary Body on 
Scientific, Technical and Technological Advice, and the Commission on Sustainable 
Development (including the Intergovernmental Panel on Forests). 

Developing the cadre of national conservationists 
A pool of conservation awareness is developing in Africa. People increasingly understand the 
threats sites face and often feel a sense of ownership and care deeply about the future of 
individual sites. A constituency for each biodiversity site needs to be developed: communities 
empowered to provide effective advocacy and action. The cadre of trained specialists also exists 
but needs support to broaden and strengthen national capacity. Increasingly, national cadres are 
becoming capable of research, action and advocacy in wider environmental fields (such as those 
covered in other GEF focal areas). Such groups are aware of the importance of both immediate 
and root causes of biodiversity loss, and that solutions need to be sought across Africa, through 
government and NGO collaboration, through further increases in public awareness and in 
capacity to implement conservation action. 

Many of the programme activities are already under-way and actively taking account of local 
circumstances in participating countries. In Ethiopia, the national NGO (EWNHS) has signed 
an agreement with government (Ethiopian Wildlife Conservation Organisation) which supports 
surveys being undertaken in protected areas. Staff from the National Museums (a parastatal) in 
Kenya are working on Important Bird Area programmes alongside volunteer members from the 
EANHS. 

B.2 Expected end of project situation 

At the end of five years of GEF funding there will be active partnerships in 10 African 
countries collaborating in the monitoring and conservation of all the most important sites for 
biodiversity in each country. National systems will be established for regular monitoring, 
advocacy and site-specific action (where necessary) to ensure the conservation of all sites in 
perpetuity. There will be cadres of trained government and NGO staff and well-established 
community groups and volunteers taking responsibility for monitoring of individual sites, in 
close liaison with the national NGO-government partnership and National Liaison Corn;++-- 
Staff, communities and volunteers will have received training and experience in many as 
including biodiversity survey and data handling, priority-setting, community participatioi 
advocacy techniques. 

IlLLGG. 
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19 Data are increasingly available elecnonically; those from the IBA processes in Europe and the Middle East alr; U G I ~ I ~  

disseminated by such means. It is anticipated that data from the African regional programme will be incorporated into African 
databases and information networks as they emerge - such as the GEF-financed REIMP in Central Africa. 
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National databases will be established in all participating countries and will be maintained and 
up-dated at least annually as part of the routine sites monitoring process. Data on sites, the 
threats to them and the priorities for action will be fed routinely into national (government) and 
regional planning processes, such as Biodiversity Strategies and Action Plans. Data will also be 
fed into regional databases within Africa and widely published and disseminated as part of 
national and regional advocacy programmes. 

At the regional level, the programme will be functioning to coordinate, to share experiences 
and expertise and ensure that widest possible advocacy is achieved for the protection of all the 
identified biodiversity sites. The IBA approach and specific techniques and methods used 
successfully in the course of project implementation will also be promoted and advocated 
regionally and internationally. A suite of new countries will have been invited to participate in 
the African programme, potentially under a second phase GEF project. Sub-regional 
programme coordination will have been established through the creation of new sub-regional 
coordinator positions and much of the responsibility for planning, managing and monitoring the 
programme will have transferred into the African region. 

During the five years of GEF funding, financial sustainability will also have been created. This 
will be done through building national capacity to raise and manage funds from sources other 
than GEF and through the creation of strong national partnerships and local constituencies 
which are not dependent on significant external funding to ensure on-going monitoring and 
advocacy programmes. Sustainable funding mechanisms (such as trust funds and endowments) 
will have been evaluated and set in place, where appropriate, for regional coordination 
activities and specific site conservation projects. 

B.3 Target beneficiaries 

Target beneficiaries are national governments, NGOs and their staff, local site-adjacent 
communities and individuals, other participating local, national and regional institutions. 
National governments benefit from additional support to processes such as national conservation 
planning, priority setting and through obtaining improved data and new methods of analysis 
relating to biodiversity sites. This supports governments in fulfilling their obligations under 
international conventions such as the Convention on Biological Diversity (e.g. the production of 
Biodiversity Strategies and Action Plans). NGOs benefit through participation in collaborative 
projects with government, through strengthening their own administrative and technical 
capacity as a result of taking part in project implementation. Both governments and national 
NGOs benefit through increased mutual collaboration and through the many and varied training 
opportunities included in the project. 

At the local level, communities and individuals will benefit from increased awareness of the 
importance and need for conservation and management of their local sites, and from 
possibilities of employment and training under the project. It is possible that, in some instances, 
site adjacent communities might experience restrictions on resource exploitation as a reslllt nf 

conservation action taking place at the site. However, the whole approach of the project 
designed to promote participation and involvement of local stakeholders in any conserva 

- -- plan or action, as a result of which the needs of local communities will be heard an,-~ 
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an integrated conservation and development programme, established by a development 
assistance agency, and designed to deliver community development benefits in parallel with 
biodiversity conservation. 

B.4 Project strategy and institutional arrangeme--, 

Project Description 
The programme is based on implementation of the Important Bird Area (IBA) process. 'I'he 
'IBA process' is the application of internationally agreed criteria to define the global importance 
of sites for biodiversity conservation at a national level, followed by a cycle of monitoring, 
action and advocacy to ensure the conservation of sites, in perpetuity. National and local 
capacity for achieving biodiversity conservation is built through the process. Four stages have 
been defined: 1) setting-up the institutional framework; 2) site identification and survey plus 
inventory compilation; 3) setting priorities and implementing advocacy, monitoring and action 
for key sites; 4) establishing a sustainable management cycle. Public understanding and 
awareness of the IBA programme will be a key component of its success and this will bc 
consistent theme through all four stages of the programme,Seven programme Outputs a 
detailed in the attached Logical Framework (Section D). 

Stage 1 includes the creation of a National Liaison Committee (NLC) to foster NGO anc 
governmental links and the transfer of information to government decision-makers. A national 
institution, normally an NGO (e.g. the Ethiopian Wildlife and Natural History Society 
(EWNHS) or Ghana Wildlife Society (GWS)) is given lead responsibility for the programme. A 
national programme coordinator is appointed (usually attached to the lead NGO). 

Stage 2 begins with a workshop involving relevant biodiversity experts (NGO, government and 
other) to generate a preliminary sites list using the agreed selection criteria and covering all the 
country's main habitat types. Existing protected areas are reassessed and often qualify as 
IBAs, increasing the justification for their continued conservation. Many new sites are also 
identified and, critically, are brought onto the national agenda for the first time. The 
coordinator also leads a team of nationals to carry out targeted field surveys to fill any major 
gaps in coverage identified and to start the process of local consultation and participation in the 
process by site adjacent communities, where applicable. Individual site accounts are compiled, 
detailing local land tenure systems, protection status, threats and related conservation issues 
alongside biodiversity importance. This inventory is published in the appropriate national 
language and the data are entered onto a customised database available to all participants. 

Stage 3 continues with a programme of advocacy, monitoring and action. All major 
stakeholders participate in the NLC, including representatives from local, site support groups. 
Data are thus available to relevant government and agency staff immediately and information is 
distributed more widely through radio broadcasts, posters, maps, articles and other media. An 
analysis of threat, biodiversity importance and degree of real protection identifies those 
which immediate action may be needed to prevent loss or degradation. For non-threaten 
IBAs, local site action may be simply on-going monitoring and advocacv to ensure that 
conservation status remains favourable and to reinforce the biodiversip 
in local, national and regional policy and planning processes. For thre: d MAS, 
a detailed action plan and programme of site protection or restoration I I I ~ V  UG ~equired. In many 
cases, such additional action is beyond the scope of the national IBA p le, in wh 
the programme will advocate and stimulate the necessary action by thii s (e.g. bi 
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government-assistance agency programmes). In a few instances, the network has included in its 
own programme, integrated conservation and development projects at very high priority sites 
(see 'Sustainability and Participation: Site Actions', below): no GEF funding for such projects 
is included in this proposal. 

Stage 4 establishes a long-term, sustainable cycle of all the activities initiated in Stage 3, 
including planning and financing the programme in the long-term. At the national level, the 
programme coordinates monitoring of all the identified biodiversity sites, examines national 
policy and legal frameworks for NGO-government collaboration and sites conservation 
(stimulating reform if required), and ensures that the conservation needs of all sites in the 
national inventory are advocated in all appropriate policy discussions and fora. Activity at the 
local level is highly dependent on the nature of the site and threats to it. Appropriate 
participatory techniques are employed wherever there is a local, adjacent community whc 
interests may be affected by conservation initiatives and (ideally) whose commitment can 
stimulated to act for conservation of the site. 

Participation in site monitoring builds a local staknholder constituency around each IBA which 
becomes a vital resource in sustaining any long term conservation initiative. Local concern has 
proved a valuable consequence of participation in Europe where, (e.g. in Spain and Hungary), 
semi-formal networks of organised groups have assumed responsibility for monitoring and 
reporting co the national levelz0. It has also created a pool of expertise and goodwill among 
local landowners and administrators. In many African countries this approach can build upon 
existing site protection2' and help to formalise indigenous natural resource management. 

and 
:rship 

Regionally, the existing NGO network coordinates, monitors and evaluates the programme (see 
'Institutional Framework', below, and Section H: 'Project Review, Reporting and Evaluation'). 
The network is supported by a technical sub-committee (the "IBA Steering Committee") 
facilitated by staff based at the Secretariat established by the BirdLife International Partnc 
in Cambridge, UK. The focus is national, but it encourages trans-boundary sharing of 
resources, skills and experience, to develop a cadre of professional African conservationists. 
Two sub-regional posts will be designated in Year 1 of the programme, to service one or more 
of the programme regions (north, south, east, west and central Africa) and coordinate meetings, 
training and staff exchanges between national programmes. These posts will be created within 
existing NGO Partners, using GEF funding, to strengthen regional coordination and the 
programme's institutional base. They will form a permanent part of the regional network and 
their sustainability will be ensured within the long-term planning and fund-raising for 
programme continuation after the end of GEF funding (see 'Sustainability and Participatior 
below). Further sub-regional posts will be created subsequently, as resources permit. 

20 These 'patron groups" often consist of committed teachers, landowners and local 
sites in Spain, all 18 sites in the Czech Republic, and 18 in Slovakia, benefit in this way). 

Technical support to national programmes is provided by the global BirdLife Sec 
European BirdLife Partners which assist particular African Partners' programmes. I nis 
includes provision of a dedicated database, ensuring equable application of selection crite 
provision of trans-boundary and continental perspectives - e.g., developing complementa 
networks of sites across supra-national ecosystems - and advice on the production of natic,.,. 

21 For example, kaya forests and sacred groves in coastal Kenya. 
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publications. Institutional development support is also provided in areas such as fund-raising, 
administration, programme planning and coordination and related training and capacity-building 
e x e l ~ i s e s ~ ~ .  

The proposal contributes to conservation at an international level by identifying and helping to 
protect sites of global biodiversity significance. Each NGO-government partnership forms part 
of a network in which data are transferred to international as well as regional decision-making 
processes. Reclaiming these data, once combined into regional databases, is an integral part of 
the process. 

Schedule and Duration 
The GEF contribution will support specified stages of the national IBA programmes in 10 
countries (see Annex K 'Workplan'). The ongoing national programmes in these countries 
make them ideally suited for GEF step-up incremental cost funding. GEF funds will also 
contribute to sub-regional coordination, skills-sharing and staff secondments and advocacy of 
the IBA approach to a further suite of African countries. 

It is fundamental to the philosophy of the Partnership that the network creates site-based local 
and national structures that can stand alone by providing an objective agenda for important 
biodiversity area conservation into the next century. From a beginning in 1994, the five years 
scaled-up with GEF funds (1997-2002) will provide essential additional support at a critical 
stage, enabling the process and participants to become self-sustaining. 

Institutional Framework and Project Implementation 
The programme will develop a network of key conservation areas in ~ f r i c a * ~  and a robust 
national conservation communityz4 to monitor and take action for their conservation during and 
after the period of GEF support. The institutional structure is based on strong national NGO- 
government collaboration in each country, linked regionally via the existing network of African 
BirdLife Partners, supported by technical sub-committees and sub-regional coordination posts 
to be created during the period of GEF support. Internationally, support will be provided by the 
global Secretariat of BirdLife International and by other BirdLife Partners, including those 
located in Europe, during and after GEF funding. 

The nature of the institutional structure at the national level will vary between countries but will 
consist of a National Liaison Committee (NLC) with government, NGO, and local (site) 
representatives and other expert members. At the site level, Local Site Committees will 
involve NGO, government and community representatives, though again the precise 
institutional structure and composition will vary from site to site. Sites identified under the 
project will vary widely in the complexity and make-up of local communities and other 
stakeholders. Some remote, uninhabited areas may have no adjacent community in which case 

22 Training and capacity building workshops sharing skills across the network are run a 
scaling-up, a training needs assessment workshop was undertaken in February 1996 in I 
The results form the foundation for the Africa-wide training initiatives. 
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23 Action in favour of conservation at specific sites has been stimulated by the programme across 
Operational Strategy. For example, in wetlands (eg Zaranik Protected Area in Egypt); in forests (e 
reserves of Kilum, Ijim and Kupe in Cameroon, and the Ulugum montane forests in Tan~ania's Ea! 
Souss Massa National Park in Morocco). 
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24 For example, the Wildlife Conservation Society of Tanzania and the Ethiopian Wildlife and Natural History Society. 
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an individual, or a local or national NGO might constitute an appropriate site committee to 
monitor and report to the NLC. Other sites will have very complex community and stakeholder 
interests and relationships. The fundamental principle will be to develop a local constituency 
with an interest in and responsibility for monitoring and participation in the conservation of the 
site and for liaison with the national level programme coordination. Size and composition of 
Local Site Committees will be based on two principal considerations: ensuring that all 
stakeholders are involved in decision-making processes; and maximising local participation in 
planning and implementation of conservation activities, through use of appropriate tools and 
techniques. 

Management Framework 
A principal objective of the programme is to increase the capacity for biodiversity conservation 
action within the African region. At a regional level, the existing BirdLife Africa Network 
("the African Partnership") will be in overall control of policy and strategy development. The 
Partnership (through representatives of national BirdLife partners) will meet annually to plan 
and coordinate regional activities including technical meetings, workshops, training courses and 
exchanges of expertise involving two or more of the participating countries. The meetings will 
appoint technical committees to perform specific tasks within the project and will decide on 
appropriate locations and detailed terms of reference for the sub-regional coordination positions 
to be established during the course of implementation The BirdLife Secretariat has been 
delegated by the network to take responsibility for project preparation. It will also coordinate 
technical and financial reports for the GEF-UNDP project (see Annex 3), provide technical 
support to national programmes .and implement regional coordination and monitoring of the 
project in accordance with Partnership policy. The will be a gradual transfer of 
responsibilities for coordination and administrative functions to the national and regional level, 
during the project, through the creation of stronger, independent national Partners and of sub- 
regional programme coordination positions. This process will occur gradually, over five years, 
in order to build capacity slowly and not destroy existing structures by over-burdening them 
with an administrative load which, at the outset, some of the participating NGOs would fiid 
hard to carry. The rate will vary from country to country. National management is at the 
discretion of the country programs within the context of the generally agreed policy of "the 
Partnership" ie NLC comprising government, NGO and site representatives with other expert 
members. 

The adoption of the IBA process to strengthen conservation action in new countries will be 
advocated through a variety of published media and by the invitation of representatives from 
other countries (additional to the 10 detailed herein) to attend meetings of the African Partners. 
Participants will be invited from GEF eligible countries with an existing or potential Partner 
and strong NGO and government interest in a national IBA programme. Funds to launch new 
country programmes will be sought using the fund-raising expertise and resources within the 
international BirdLife Partnership, in the same way as funds were obtained for 1 
of the ten country programmes detailed in this proposal (see below). 

the early stages 

Sustainability and Participation 
The NGO focus at local, national and regional levels brings many strer 
and guarantees a greater likelihood of sustainability of both impact and UI UIG activities SMIL- 

during implementation. National NGOs can be very effective at establishing good relationships 
and involving individuals and community groups in local (site) level initiatives. NGOs in Africa 
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also tend to be more stable and enduring under conditio~s of political and social change or 
upheaval than national governments. This is an important element in ensuring continuity of 
programme implementation and sustainability of the institutional base for such a regional 
initiative, at times when individual governments may have different (political or security) 
preoccupations. 

The basic unit for long-term sustainabi!ity is a strong national NGO Partner, operating in close 
collaboration with national government. These ?- -  linked regionally, through sub-regional 
coordination positions established within key Partners, and annual meetings of the Partnership 
to provide overall coordination and monitoring of progress. The strengthening of individual 
national Partners through this process will have a positive feedback effect. Involvement in the 
programme allows Partners to build their capacity (for example, in project management and 
fund-raising) which in turn allows the Partner to raise more funds and to take more direct 
responsibility for programme management and to become an independent, self-sustaining entity. 
In this sense, GEF funding provides leverage, through building the capacity of the national 

institutions to have direct and independent access to additional external funding sources. 

A diverse range of activities arises from this programme which lever funds from an array of 
donors. Resources have already been obtained from BirdLife NGO Partners, the UK Overseas 
Development Administration and Darwin Initiative, and the European Union; these initiatives 
are continuing. Scaling-up with GEF support means that further funds to support continuation 
of the programme and specific site projects are more likely to be attracted to meet funding 
targets after the end of GEF support, from 2002 onwards. 

Partners such as the Ghana Wildlife Society and NATURAMA (Burkina Faso) are already 
achieving self-sustainability through their own national and international fund-raising efforts. 
The sustainability of the programme beyond the period of GEF input is founded on building 
such capacity in all national Partners. The GEF initiative is a fertile environment from which to 
achieve fund-raising self-reliance in the collaborating Partners. Output 5 of the programme (see 
Section D: 'Logical Framework') will develop specific financing strategies and mechanisms at 
regional, nationai and local levels. Wide fund-raising experience exists in the network and is 
actively shared. Working within a global framework, programme collaborators have access to 
networked funding and support and are able to tap resources from a range of institutional, 
corporate and public sources. Innovative routes for sustaining support in a hard-pressed 
fund-raising environment are sought constantlyz5. Options such as endowments and trust funds 
will be explored at both national and local levels. At the regional level, annual "African 
Partnershipn meetings coordinate and review national and local strategies as well as considering 
financing mechanisms for regional programme coordination. Technical sub-committees and 
expert advice will be drawn on as necessary. 

Through investment in membership organisations built on amateur participation, a wide range 
of additional skills is accrued to the project. Enthusiastic volunteers are a sustainable source of 
decentralised commitment. Backed-up by cadres of professionals, they undertake monitoring. 

le of the fas~ 
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25 National and international tourist revenues at specific sites are increasingly important. Birdwa 
growing pastimes in Europe and North America with increasing numbers of people travelling overseas. aponsoreu annu 
events now play a major role in awareness-building and have successfully raised extensive funds in a number of African countries 
including Egypt, Ghana. Kenya and South Africa. 
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advocacy and field action, in support of official structuresz6. This enthusiasm and interest will 
continue to function to monitor sites and to alert national NGO-government partnerships to 
conservation problems and needs after the end of GEF funding, with little or no other external 
funding required. Training of government staff invests in sustaining official commitment 
alongside NGO capacity2'. At sites, local participation is maximised, to build sustainable local 
solutions and institutions. 

Site actions 
National IBA programmes have led to a range of actions by the network at key sites, from 
simple boundary demarcation (e.g. Souss Estuary Project in Morocco), to long term site-based 
integrated conservation and development projects (ICDPs). (e.g., The Arabuko-Sokoke coastal 
forest conservation project in Kenya and the montane forest conservation projects at Kilum, 
Ijim and Kupe in Carnero~n)~'. The African network only has the capacity and resources to 
implement a small number of such ICDPs but the experience gained is widely disseminated and 
advocated to other implementing agencies. This project experience lends credibility to the 
advocacy, particularly in efforts to stimulate action by third parties for sites at which the 
programme itself lacks the resources to act. 

B.5 Reasons for assistance from GEF 

The programme offers a valuable contribution to the GEF portfolio through support to the GEF 
Operational Strategy goal of maintaining a network of conservation areas across key 
ecosystems. By integrating prioritised action for key biodiversity sites into plans and policies at 
local, national, continental and global levels, across all four GEF Operational Programmes, the 
process will lead to the sustainable management of key conservation areas in Africa. At the 
same time, a cadre of expert, committed conservationists will continue to monitor, act and 
advocate action by others to maintain the biological integrity of each site long after GEF input 
to the process ceases. By scaling-up the IBA processz9, GEF will accelerate the take-up of ideas 
enshrined in the CBD, particularly the cycle of research, monitoring and interventions at sites 
and the concept of sustainable use. The programme complements existing government activities 
in relation to the CBD, by making information on sites and species readily accessible, through 
innovative approaches to the analysis of conservation priorities and through the establishment of 
a sustainable monitoring and action cycle for key sites of biodiversity importance. 

The programme is country-driven and critical investment takes place at a national level but the 
networking approach ensures (crucially) that all relevant experience is shared. Participating 
national organisations have developed the programme and experiences are exchanged regularly 

26 For example, the East Africa Natural History Society (Kenya) has coordinated 500 volunteers monitoring wetland sites across 
the country; of these, 1M) are regulars turning out at least twice a year to monitor their local site 

27 In Sierra Leone, staff from the Wildlife Conservation Branch of the Department of Agriculture and Forestxy have played a full 
part in survey and site identification. 

28 BirdLife ICDPs follow a process approach, are appropriate in scale, long-term (including planned local hand-overs), involve all 
stakeholders and pay attention to the root causes of biodiversity loss, including declines in income resulting from action tc 
degradation. 

o prevent 

z9 The Important Bird Area (IBA) process is the application of internationally agreed criteria to define the global importance of sites 
for biodiversity conservation at a national level. followed by a cycle of monitoring. action and advocacy to ensure the conservation 
of sites, in perpetuity. National and local capacity for achieving biodiversity conservation is built through h e  process. 





across the continent at sub-regional meetings, through a network newsletter agd through 
exchanges of personnel. A series of participatory workshops convened by the African IBA 
network, to plan the national and regional programme and resource needs for the next 5 year 
phase, has resulted in this proposal requesting support to scale-up the project with an 
appropriate incremental contribution from GEF. The workshops took place in Addis Ababa, 
Cambridge UK, and Accra, with funding from GEF-UNDP PDF sources30. 

30 Representatives from all ten of the participating countries in the proposal (Burkina Faso, Cameroon, Ethiopia, Ghana. Kenya, 
Sierra Leone, South Africa, Tanzania, Tunisia and Uganda) together with additional members of the IBA Steering Committee 
participated in all or some of the workshops: in Addis (hosted by the Ethiopian Wildlife and Natural History Society), 7 
participating countries; in Cambridge at the BirdLife Secretariat, 4 countries; in Accra (hosted by the Ghana Wildlife Society), all 
10 countries. (Project references: RAFl941G41 and RAFl96lG41). 



SECTION C. DEVELOPMENT OBJECTIVE 

The Development Objective is: 

'to conserve all globally important biodiversity sites in Africa' 

(See Logical Framework Mah-ix below) 

SECTION D. IMMEDIATE OBJECTIVES, OUTPUTS ACTIVITIES 

The Immediate Objective of the project is: 

'to enhance biodiversity conservation in Africa through local and national NGO- 
government partnerships in the Important Bird Area procesP' 

(For outputs and activities see the Logical Framework Matrix below). 

" The Important Bird Area (IBA) process is the application of internationally agreed criteria to define the global imwrtance of sites 
for biodiversity conservation at a national level, followed by a cycle of monitoring, action and advocacy to en! 
of sites, in perpetuity. National and local capacity for achieving biodiversity conservation is built through the 1 
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BirdLife Africa Network "African NW-Government Partnerships for Sustainable Biodiversity Action" 
LOGICAL FRAMEWORK MATRIX 

OBJECTIVES AND 
ACTIVITIES 

Wider Objective1 Goal: 
To conserve all globally 
important biodiversity sites 
in Africa 
Immediate Objectives: 
To enhance biodiversity 
conservation in Africa 
through local and national 
NGO-government 
partnerships in the 
Important Bird Area 
process 

Outputs: 

1. NGO-government partnerships for Important Bird Area conservation established and functioning in all (10) participating countries 
1 2. Collaborative national (NGO-government) programmes functioning to monitor and conserve Important Bird Areas (IBAs) in all participating countries 

3. Conservation of national Important Bird Areas (IBAs) achieved through local monitoring, site action and advocacy programmes 
4. Local and national NGO and government capacity built to sustain all activities in the Important Bird Area (IBA) process 
5 .  Strategy and mechanism in place to ensure sustainable long-term funding for Important Bird Area (IBA) conservation in all participating countries 
6. Regional structures established and functioning to exchange information and expertise and to support development of Important Bird Area (IBA ) programmes in new 

countries 
7. Regional awareness of the Important Bird Area (IBA) approach created and expressions of interest made for the launch of national IBA programmes in a further (lo?) 

countries 

INDICATORS 

Conservation status of all 
important biodiversity sites 
maintained or improved 

Conservation status of IBAs 
maintained or improved 
No IBAs removed from any 
national IBA directory due to 
degradation or loss of biodiversity 
importance 
Support for IBA process 
demonstrated by national NGO 
and government 

MEANS O F  VElUFICATION 

Government reports to CBD on national 
status of biodiversity and sites 
Survey, monitoring and site reports 

Annual reports from 10 national IBA 
programmes 
Government reports to CBD on national 
status of biodiversity and sites 
Independent/ specialist surveys of sites 
and biodiversity 
Progress1 status reports from threatened 
IBAs where recovery and conservation 
projects are in place 

ASSUMPTIONS AND RISKS 

The IBA process is an effective conservation tool 
The IBA proc~ss is a good basis for the identification 
of sites of global biodiversity importance 

NGO - government collaboration is possible 
NGO - government collaboration in the IBA 
process will achieve conservation of sites 
NGOs and governments accept the IBA process as 
a national conservation tool 
NGOs and gqvernments have or can develop the 
capacity to achieve effective IBA conservation 





BirdLife Africa Network "African NGO-Government Partnerships for Sustainable Biodiversity Action" 
LOGICAL FRAMEWORK MATRlX 

local site 

15 OBJECTIVES AND ACTIVITIES 
Output 1: 

NGO-government partnerships for Important 
Bird Area conservation established and 
functioning in all (10) participating countries 

Activities: (for 10 national IBA programmes: 
not all activities will necessarily occur in every 
national programme) 
1.1 Establish a national process for NGO- 

government collaboration in the 
identification, monitoring and conservation 
of IBAs (e.g. national Liaison Committee) 

1.2 Identify lead NGO 
1.3 Build a network of national institutions and 

an institutional structure to ellsure long- 
term conservation of IBAs 

1.4 Establish appropriate national structures to 
oversee IBA programme 

1.5 Examine legal for 
between government and local and national 
NGOs and stimulate reform if required 

1.6 Examine policy framework for 
collaboral ent and 
local and imulate 
reform if 

1.7 Establish represematlon mecnanisms for 
,ups 

:ion betwee 
national NI 
required 

:n governm 
GOs and st 

INDICATORS 

NGO-government national liaison 
committee established with agreed 
membership 
Regular meetings of national 
liaison committee 
IBAs included in national 
biodiversity conservation plans 
LBA network incorporated into 
government policy and action 

NGO-government liaison 
committee in place 
Lead NGO agreed 
Inclusion of institutions in national 
liaison and other committees 
Agreed allocation of 
responsibilities for all elements of 
IBA programme 
Appropriate steering/ selection/ 
monitoring sub-committees set up 
Appropriate steering1 selection1 
monitoring sub-committees 
functioning 
Review of legal framework with 

Review of policy framework with 
recommendations 
Inclusion of local representatives 
on national committees 

support gn 

MEANS O F  VERIFICATION 

Membership list for national liaison 
commi-tee 
Minutes of national liaison committee 
meetings 
Published National Biodiversity 
Conservation Strategies and Action 
Plans 

Published membership list for 
national liaison committee 
Minutes of meetings of national 
liaison committee 
Published membership of sub- 
committees 
Minutes of sub-committee meetings 
Correspondence an(' information 
exchange between committees and 
network members (e.g. national IBA 
programme newsletter) 
Documented national IBA 
programme and plan available 
Written review report and 
recommendations on legal framework 
Written review report and 
recommendations on policy 
framework 

ASSUMPTIONS1 RISKS 

NGO and government are 
interested and willing to 
collaborate 

A national NGO with capacity to 
coordinate and collaborate exists 
or can be created 
Sufficient government capacity 
exists to collaborate 
Other national institutions exist 
and are interested in collaboration 
Legal and policy reform are 
possible 
Local representatives interested in 
collaboration with national 
programme 
Resources exist to begin process 
of building national institutions 
and networks 



BirdLife Africa Network "African NGO-Government Partnerships for Sustainable Biodiversity Action" 
LOGICAL FRAMEWORK MATRIX 

ASSUMPTIONS1 RISKS 

All individuals and institutions involved 
endorse and contribute to national IBA 
conservation strategy and programme 
Conservation objectives set are 
achievable 

IBA directory and database function as 
an advocacy tool 
Resources can be made available to 
maintain the database, carry out 
surveys, data analysis, monitoring, 
advocacy and site actions on a regular 
basis 

International development agencies will 
srrbscribe to the IBA process and 
respond to the conservation priorities 
identified 
Resources can be found to implement 
individual conservation projects at 
threatened IBA sites 

MEANS O F  VERIFICATION 

National liaison committee meeting 
minutes 
Documented national IBA 
programme and plan available 
Programme and project reports 
Independent programme evaluations 

IBA book published in appropriate 
language(s) 
National IBA directory and database 
constructed and maintained 
Survey reports 
Monitoring reports 
Published national IBA conservation 
strategy including list of site actions 
required and advocacy programme 
for all IBAs 
Minutes of meetings and progress 
reports from local support groups 
Published aid and development 
agency agendas1 programmes1 
proposals 
Action plans and progress reports 
from individual IBA conservation 
projects 

15 OBJECTIVES AND ACTIVITIES 

5 Output 2: 
Collaborative national (NGO-government) 
programmes functioning to monitor and 
conserve Important Bird Areas (IBAs) in all 
participating countries 

60~ctivities: (for 10 national IBA 
programmes: not all activities will 
necessarily occur in every national 
programme) 
2.1 Define, identify and agree the national 

directory of Important Bird Areas 
@As) 

2.2 Maintain national directory of BAS; 
identify data gaps and stimulate survey 
to fill data gaps 

2.3 Monitor conservation status and threats 
to all IBAs on a regular basis 

2.4 Review IBA directory regularly and set 
priorities for conservation action at sites 

2.5 Advocate and stimulate effective 
conservation action for sites at local, 
national and regional levels 

2.6 Implement conservation action at a 
priority sub-set of threatened IBAs (see 
Output 3) 

- 

INDICATORS 

National IBA conservation strategy, 
programme and annual objectives 
agreed by national liaison 
committee 
National programme reviewed at 
least annually 
Annual conservation objectives 
achieved 
National IBA directory agreed and 
pub1 ished 
Up-dated list (directory) of IBAs 
exists and available for inspection 
New/ additional surveys conducted 
All sites monitored regularly 
National IBA conservation strategy 
agreed by national liaison 
committee 
Advocacy programme included in 
national IBA conservation strategy 
Local support groups established 
for most IBAs 
IBAs included in international aid 
and development agendas 
Individual site conservation projects 
initiated at a sub-set of national 
IB As 





BirdLife Africa Network "African NGO-Government Partnerships for Sustainable Biodiversity Action " 
LOGICAL FRAMEWORK MATRIX 

ASSUMPTIONS1 RISKS 

Monitoring, advocacy and action 
programmes will achieve 
conservation of sites 

Local community will support 
IBA process and designation of 
site 
Resources can be made available 
for monitoring, advocacy and 
action programmes 
External agencies will be 
interested and willing to 
undertake the necessary 
conservation action at the priority 
sites identified 

MEANS O F  VERIFICATION 

National IBA programme progress 
and monitoring reports 
External programme review reports 

National IBA programme reports and 
external reviews1 evaluations 
National IBA newsletter1 other 
popular articles 
Minutes1 correspondence from local 
site action group meetings 
Socio-economic and other survey 
reports 
Site monitoring reports 
Published new analyses and national 
reviews of conservation priorities 
(sites and species) 
Published site action plans 
Site project reports 
Project proposals, reports and 
reviews from agencies external to 
national IBA programme 

15 OBJECTIVES AND ACTIVITIES 

5 Output 3: 
Conservation of national IBAs achieved 
through local monitoring, site action and 
advocacy programmes 

Activities: (at all identified IBA sites in each 
participating country) 
3.1 Formulate an appropriate local (site) 

process for monitoring and conservation 
3.2 Agree appropriate site level institution1 

group 
3.3 Identify stake-holders and existing 

structures and management systems 
3.4 Raise awareness, locally and nationally, of 

the biodiversity and other importance of 
the site 

3.5 Advocate conservation of the site, locally, 
nationally and regionally 

3.6 Gather information from the site to 
monitor biodiversity conservation status, 
socio-economic importance, uses, threats, 
changes 

3.7 Supply site information to national-level 
coordination and priority-setting processes 

3.8 Identify appropriate conservation action 0 
3.9 Prepare action plans for sites in need of 

active conservation effort 
3.10 Undertake appropriate conservation 

action or stimulate action by other parties 

- 

INDICATORS 

Site conservation strategy and 
programme functioning 

Model site process agreed 

Local community supports IBA 
process and site designation 
Local support groups in place 

Monitoring and information 
framework in place 
Monitoring and information 
framework functioning 
Sites action plans 
Site projects achieving 
conservation of a sub-set of 
priority threatened IBAs 
Site projects achieving IBA 
conservation funded and run by 
other agencies 





BirdLife Africa Network "African NGO-Government Partnerships for Sustainable Biodiversity Action " 
LOGICAL, FRAMEWORK MATRIX 

ecessary ec 

15 OBJECTIVES AND ACTIVITIES 

5 rr Output 4: 
Local and national NGO and government 
capacity built to sustain all activities in the 
Important Bird Area (IBA) process 

Activities: 
4.1 Train national cadres of professionals and 

volunteers to implement IBA conservation 
4.2 Build capacity of local IBA Support groups 
4.3 Identify training needs for volunteers. 

NGO and govenunent personnel 
4.4 Organise training courses, work exchanges 

and experience to meet needs identified in 

4.5 Identify communications1 infrastructure 
and other resource needs for national 
programme coordination and 
implementation 

Establish effective mechanisms for national 
communication and programme management 
and obtain nj Pipment and resources 

ASSUMPTIONS1 RISKS 

Volunteers, NGO and 
government personnel willing and 
able to undergo training 
Volunteers, NGO and 
government personnel committed 
to long-term future of national 
IBA programme 

Local volunteers are interested in 
the process and wish to 
participate actively in the 
programme 
Government and NGO staff 
available and can be released for 
training 
Efficient communication 
mech. ~iisms can be established in 
country 
Resources and equipment can be 
made available and maintained 

INDICATORS 

Effective national programme 
functioning to achieve IBA 
conservation 

Local support groups functioning 
to monitor sites 
Numbers of volunteers 
participating regularly in IBA 
activities 
IBA survey and monitoring teams 
trained 
IBA survey and monitoring teams 
operating effectively 
Local site groups communicating 
effectively with national 
programme coordination 
National programme effectively 
coordinated and managed 
Trained NGO and government 
personnel operating effectively to 
implement all stages of the IBA 
process and national programme 

MEANS O F  VERIFICATION 

National programme reports 
Internal progress monitoring and 
external programme reviews 

Programme progress and monitoring 
reports 
Informal surveys or questionnaires 
Site reports and minutes of meetings 
from local site action groups 
Site survey and monitoring reports 
and analyses 
National Important Bird Areas 
newsletter or other communication 
medium 
National programme coordination 

' aware of situation at individual sites 
and centralised sites database up to- 
date 


































































































