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IV Executive Summary

This is the Completion Report of a DANCEE financed project “Implementation of Latvian Biodiversity Action Plan: Institutional Development and Capacity Building”, – BDNP, reviewing the activities, project context, assumptions, outputs, inputs, recommendations, impact assessment and lessons learned in relation to the completion of the two year long project. 

This report also serves as a Progress Report (No 7) as the project will be prolonged until the end of 2003. An addendum to the Completion Report will be submitted to the PSC and DANCEE in December accounting for the activities during the last four-month period. 

The project is implemented by Carl Bro AS. The project has been operating from 1 September 2001 to 31 August 2003. A prolongation period until end of 2003 is approved by DANCEE in terms of the 4th Progress Report. The present Completion Report was presented to the PSC in week 32, 2003 in written form for comments and approval. The Report will be approved through circulation on e-mail. A formal closing PSC meeting will presumably take place on 11 September 2003. 

The format of the Completion Report is in accordance with the DANCEE “Project Cycle Management Manual”, 1999.  

The development project objective has been “conservation of biodiversity in Latvia improved with respect to nature types, habitats, species and natural resources”. The development objective had to be reached by comprising 4 elements:

· Organisational analysis;

· Capacity building of relevant governmental organisations; 

· Public awareness raising

· Setting up an implementation unit.

The Project did deliver less on organisational analysis, as the “ELLE Report” on “Recommendations for optimisation of nature protection institutional structure” was available covering (almost all of) the items mentioned in the PD. The expatriate organisational expert reviewed the report and, later, the draft statutes for the upcoming NPB, and discussed the matter with the authors and key NPD staff. 

The outcome (conclusion) of this was i.a.

· The department-board model was highly recommendable;

· An assessment of a brand new organisational set up seemed somewhat redundant.

The project’s support consequently aimed at smoothening of the internal functioning of the two entities, and the cooperation between them (substantial input was delivered through the management training and “On the Job” training conducted by the expatriate organisational development expert).

The originally defined goal of the training was to increase capacity of governmental and non-governmental institutions and relevant stakeholders regarding biodiversity conservation. According to the beneficiary’s decision
, the NPD and the NPB became the main target group for the training activities. There were three kind of training activities envisaged:
· Transition activities;

· Process oriented training;

· Toolbox development activities.

The training was organised based on the training programme elaborated by the expatriate and LV training experts considering the training needs assessment of the NPD and the NPB. 

All activities have been planed for 20 participants. At average 12.5 persons have participated in each training activity. Only 31% of them were from the NPB, 13% from NPD and 56% from other institutions (Protected Nature Areas, LIFE Nature projects, NGO and the BDNP project). The rather low participation level of the NPB was caused by different high priority tasks given to the NPB by the MoE. Both the Project and the NPB regret the missed possibility to have more staff trained. On the other hand it gave a possibility to involve other interested parties, like NGOs, LIFE Nature project representatives, Specially Protected Nature Territories, and representatives from forest sector, in the training activities.

The success of the training is not only dependent on the well planned programmes based on training needs assessments, but also of the motivation of the participants and the staff possibilities and priorities. 

An important project component was the Public Awareness rising.

The PA activities in the Project were based on the PA strategy elaborated by the expatriate and LV PA experts in cooperation with MoE. 

A public opinion poll was carried out to evaluate the awareness of the general public and to give a tool to the MoE for planning of the PA activities and defining target groups.

A biodiversity web page and a newsletter were established by the Project. Both products are highly appreciated by the NPD and the NPB as important tools for the public awareness raising. The newsletter was issued once per quarter and its edition has grown from 1000 to 2500. Considering the newsletter being a good tool for the awareness raising the NPD pledged the issuing of the newsletter after the project completion. However this will depend on the financial funds available. The biodiversity web page was transferred to the NPB and will continue as its official home page in future. 

Several public awareness rising activities were undertaken during the project period, involving also the Minister of Environment underlining that the politicians are an important target group for public awareness rising. 

According to the PD the project idea was focusing on setting up an implementation unit for coordinating the projects covered by the Action Plan. As a significant time lag occurred between project definition and implementation, the setting of the project was changed – the Nature Protection Department of the MoE was established on 20 September 2000 and the decision was made to establish the Nature Protection Board as an executing and implementing institution of the MoE. 

The NPB was established on 1 May 2002, in reality starting on 23 August 2002 and it took time until late October till all the staff was recruited. The project adapted to the new situation ending up with outputs different from the ones formulated initially. The idea – vision of an Implementation Unit as a locomotive that would later become a part of the MoE collapsed. The IU lost pace and never came to exist as ”gap filler” for project generation according to the Latvian biodiversity conservation needs. To some extent the NPB did “swallow” the IU, nevertheless the project pushed for a “Matrix IU” consisting of representatives from the NPD, NPB and other MoE institutions and two permanent staff persons. The main task for the “Matrix IU” was elaboration of the Biodiversity Implementation Plan, as well as assistance to the updating process of the BDNP Action Plan. In the evaluation seminar on 2 July 2003 it was concluded that the Function of the “Matrix IU” has been successful so far, and it will continue its activities in a form of intra-ministerial working group after the Project completion. 

Considering the present situation in the field the Project delivered:

· Training for more people as originally envisaged in the PD, as not only the IU persons were trained;

· Awareness raising;

· More “products” 

· A study visit to DK and S for the LV Minister e.a.;

· Revised BDNP Action Plan;

· Annual reports on implementation of the BDNP Action Plan;

· Report on Nature Management and Monitoring;

· A database of projects performed in the nature protection field.

Based on priorities, defined by beneficiary the “Biodiversity Implementation Plan – Implementation of NATURA 2000 Requirements in Latvia” was elaborated. As the name of the document shows, NATURA 2000 is the priority of the NPD and the Biodiversity Implementation Plan is therefore only concentrated on this issue. Representatives from the NPD, NPB, LEA and the Project contributed to the elaboration of the BIP. The BIP is available in both – English and Latvian languages. The endorsement of the BIP follows by the order of the Minister of Environment. Implementation of the BIP, e.g.:

· Establish system for monitoring of the effect of management and establish a database on management methods; 

· Review the monitoring sub-programme of the Biological diversity and ensure full compliance with the HD and foresee close cooperation with the environmental monitoring system and ensure direct entering of monitoring data into a common data base for the reporting requirements;

· Elaborate the management plan for NATURA 2000 sites, including a clear definition of the favourable conservation status and elaborate and coordinate with cooperation partners a strategy for implementing management of habitats situated in protected territories without own administrations

· are some of the most essential and important recommendations to the NPD and the NPB. 

With the 4th Progress Report DANCEE approved the prolongation of the Project until the end of 2003. The main activities during the prolongation period will concentrate on training and capacity building activities as well as PA activities. Based on needs and wishes of the NPD and the NPB the training programme for the prolongation period was elaborated. The training component vas very much appreciated by the NPB and it was stated also during the QA interview with the Carl Bro AS QA manager. The NPD and the NPB appreciate very much also the possible assistance of the PA expert. 

Based on project activities and conclusions made, the most important recommendation to the beneficiary (both the NPD and the NPB) refer to:

· Improvement of the cooperation between the MoE and other stakeholders in the nature protection field;

· More strict definition of responsibilities between the NPD and the NPB;

· Implementation of the BIP and the BDNP Action Plan;

· PA rising and regular trainings 

Which are essential for the project sustainability and further improvement of the “conservation of the biodiversity situation in Latvia”.  

The present report as well provides an overview on the financial situation. The original budget was revised and amended whenever needed during the project period. Seven budget revisions were presented to the PSC and DANCEE and were approved with exceptions of a few budget lines. 

The main reason was needs for the reallocation of experts input. 

The following amendments to the budget for the prolongation are proposed and are subject to DANCEE approval:

The training session “Environmental Economics” is scheduled for October 2003. A Carl Bro expert Christian Seidelin Sørensen is proposed as trainer. The trainer’s fee in amount of 19 936 DKK, covering 32 hours is proposed to be taken from the expatriate training expert’s P.D.Grevy input, still remaining.

As the input for the elaboration of the report “Management and Monitoring Requirements of NATURA 2000 sites in Latvia” and contribution to the elaboration of the Biodiversity Implementation Plan has been more time consuming for Nature Management and Monitoring expert Bent S. Jepsen, the project management and PSC proposes to allocate additionally 62,5 hours amounting to 37 448 DKK for the above mentioned purpose. The necessary amount should also be allocated from the expatriate training expert’s P.D.Grevy remaining input.

To assist the LPM (mainly planning and implementation of training activities) and the NPB (organisational matters and on the job training) during the project prolongation period an additional input of 63 hours, amounting to 47 414 DKK of the expatriate organisational development and training expert T.Daltoft is proposed. 13 hours of the T. Daltoft`s input are available within the existing budget. We propose to allocate the additional budget of 30 000 DKK from the ST accommodation costs.

Due to the needs during the prolongation period and as an increase of expatriate expert’s input is proposed, the budget line International Travel should be increased, i.e. additionally 28 649 DKK be transferred from the ST accommodation cost.

The estimated costs for the remaining project (August – December 2003) period amounts at following:

Reimbursable costs:

No
Item
Rate (DKK)
Unit
Amount
Total (DKK)

1
Office running
3 000
MM
5
15 000

2
Car running



6 160

3
Trainings



277 645 

4
Newsletter
11 250
Issue 
1 
11 250

5
Other PA activities



102 844

6
Int`l flight 
8 750


Flight


4


35 000

7
Accommodation 
1 250
Night
40
50 000

Total:
497 899

The LPM and ST experts during the project prolongation period will be domiciled at the NPB premises. The rooms will be provided without any rental fee, and will be considered as a GoL input.

Fee cost:

No
Item
Rate (DKK)
Unit
Amount
Total (DKK)

1
LPM/salary
13 568
MM
5 
67 840

2
EPM/salary
113 400
MM
0.25 
28 350

3
PA expert/salary
7 000
MM
2,8
19 600

4
Training expert/salary
7 000
MM
1,47
10 293

5
Expatriate Organisational development and training expert

MM
0,42
47 414

Total:
173 497

1
Introduction

The present report is the Completion Report of the project “Implementation of Latvian Biodiversity Action Plan: Institutional Development and Capacity Building” – BDNP, reviewing the activities, project context, assumptions, outputs, inputs, recommendations, impact assessment and lessons learned in relation to the completion of the two year long project. 

The project is implemented by Carl Bro AS. The main project was operating from 1 September 2001 to 31 August 2003. Prolongation until the end of 2003 was approved by DANCEE in terms of the 4th Progress Report. An addendum to the present Completion Report will be submitted to PSC and DANCEE in December accounting for the activities during the last four month period.

During the project period the following Progress Reports were prepared, submitted to DANCEE and approved:

· the Inception Report, after the approval of the PSC on 8 February 2002, was submitted to DANCEE on 12 February 2002 and approved by DANCEE on 4 April 2002;

· the First Progress Report was submitted to DANCEE on 20 June 2002 and approved by DANCEE on 1 November 2002;

· the Second Progress Report was submitted to DANCEE on 20 June 2002 and approved by DANCEE on 6 July 2002;

· the Third Progress Report was submitted to DANCEE on 10 September 2002 and approved by DANCEE on 1 November 2002;

· the Fourth Progress Report was submitted to DANCEE on 20 December 2002 and approved by DANCEE on 29 January 2003; 

· the Fifth Progress Report was submitted to DANCEE on 21 March 2003 and approved by DANCEE on 28 May 2003;

· the Sixth  Progress Report was submitted to DANCEE on 20 June 2003 approved on 10 July, 2003;  

· this Completion Report was presented to the PSC on 6 August 2003.

The format of the Completion Report is in accordance with the DANCEE “Project Cycle Management Manual”, 1999.

2
Project context

2.1
Review of assumptions

The original critical assumptions, listed in part 2.6 and in the LFA matrix of the Project Document (PD), were discussed in the Inception Report. The critical assumptions are reviewed here based on the experience gained during the two year long project.

· At this time Latvian Parliament has officially adopted the National Biodiversity Action Plan. It remains, however, a critical assumption that the BDNP will be backed by the necessary budget by government. 

The LV Cabinet of Ministers adopted the Biodiversity National Programme on 16 May 2000. The Biodiversity National Programme consists of two parts – the National Biodiversity Strategy and the Action Plan. Implementation of the actions defined in the Action Plan is depending on annual budgetary funds. The project staff elaborated the annual National report on implementation of the Action Plan for 2001 and 2002. During 2002 the Project carried out the Updating of the Action Plan by organising regional meetings with participation of representatives from REBs, municipalities, SPNT. The updated Action Plan was submitted to the NPD for enforcement.

· It is assumed that all public authorities and institutions involved in the nature protection sector will be motivated and interested in participating actively in project implementation. 

Co-operation agreements with stakeholders were made during the project inception. Through participation in Action Plan updating meetings and elaboration of the Biodiversity Implementation Plan the NPD, NPB as well as other MoE and MoA institutions have continuously experienced the process of participatory decision-making and planning, started already before the project. This has contributed to increase engagement and interest to participate in these work tasks. We believe that the engagement will stay after the project completion and even increase the consciousness of training necessity in future. 

· It is a key assumption that both internal and external stakeholders in the nature protection community will support and participate in project activities in some form. 

The nature protection community comprises the MoE, its subordinated institutions, line ministries, different ongoing projects and the NGOs. The aim of the establishment of the IBBC in year 2001 (Order of the Minister of Environmental Protection and Regional Development No 75) was to involve the line ministries and coordinate the implementation of the “Rio Convention” in Latvia. It was decided in the project kick-off meeting to involve the IBBC as a part of the project advisory group. Individual representatives from the line ministries were involved in the Project activities, but not the whole group. Cooperation with other ongoing projects in the field was organised on a daily work basis; e.g. the training “Habitats Directive Article 6 – a stronger instrument for nature protection than EIA/SEA” was organised in cooperation with the BEF.

· It is assumed that MEPRD provides office space for PMU and BDNP Implementation Unit.

As demonstrated already during the fact-finding mission, MoE office space was insufficient to cover the office needs of the project. The Project office was established in the Carl Bro Latvia Ltd. premises. 

· It is further assumed that the MoE would be able to muster the resources required to have the necessary staff involved in the project. It is assumed that applications for funding within the MoE system will be viewed positively in light of the DANCEE co-funding. 

The MoE contribution was delivered through participation in meetings, trainings, elaboration of the Biodiversity Implementation Plan, updating of the Action Plan, participating in numerous PA activities, regular seminars and consultations to the project. MoE did also provide premises for WSs and meetings.

· To ensure project sustainability, it is assumed that funding will be available to continue and complete implementation of BDNP including employment at MoE of BDNP implementation unit staff.

During the project period 50 000 DKK were allocated from the Latvian Environmental Fund for the financing of the IU person during 2002. Another 50 000 DKK were made available from the MoE to finance the IU person during 2003. Although a conclusion was made in the IU evaluation workshop on 2 July 2003 that there is no need for a separate unit after project completion. The NPD (1 person) and the NPB (1 person) have allocated funds for financing the BDNP IU persons after project completion, ensuring that the work on Biodiversity Implementation Plan and the Action Plan is ongoing. Still the employment of the IU person by The NPD after 2003 will depend on financing being available.

2.2
Legislation

Since the PD was elaborated changes were made in the MoE structure and its subordinated institutions:

· The Environmental Data Centre and the Environmental Consultancy and Monitoring Centre were merged into the Latvian Environmental Agency from 1 October 2000;
· The Nature Protection Department was established on 20 September 2000; 

· Amendments in the Law on Specially Protected Nature Territories came into force on 28 February 2002, providing for establishment of the Nature Protection Board. The Nature Protection Board was established on 1 May 2002, in fact starting its function on 23 August 2002;

· Amendments to the Law On the Structure of Cabinet of Ministers from 7 January 2003 established the Minister of Environment instead of the Ministry for Environmental Protection and Regional Development, i.e. the Ministry of Environment. Cabinet of Ministers adopted the Statutes for Ministry of Environment on 29 April 2003.

2.3            Related projects

The following most closely related projects were/are ongoing:

· The project “Development and Implementation of a Management Plan for Kemeri National Park” (conducted by Carl Bro AS);

· The EMERALD project (“Preparation for Latvia’s Compliance with the EMERALD and NATURA 2000 Networks of Protected Areas”) (conducted by DARUDEC AS);

· The VITILA project (“Development of a Latvian Environmental Interpretation Service”) (conducted by Holsteinborg Consult AS);

· NATURA 2000 – BANAT project - a joint project of Estonia, Latvia and Lithuania to prepare the Negotiations with the European Commission with regard to the Birds and Habitats Directives and the NATURA 2000 Network (conducted by BEF);

· Land Consolidation in Gauja National Park (conducted by Danish Ministry of Food, Agriculture and Fisheries);

Co-ordination took place on the basis of frequent, informal meetings; co-operation also included organising seminars, trainings and workshops.  

Co-operation and exchange of ideas and results between the green DANCEE projects was facilitated by meeting the Latvian DANCEE co-ordinator and managers of ongoing DANCEE projects on April 25, 2002 and numerous day-to-day meetings between project managers and experts.

3 
Project Outputs

Four main outputs, defined in the PD and the LFA: Organisational development, training and capacity building, Public Awareness raising, and establishment of the BDNP IU - were carried out during the project period. The present chapter includes summary of outputs and activities, relevant to each component and the table of activities.

The main outputs and their verifiable indicators were defined in the LFA matrix of the PD as shown below: 

Outputs
Indicators
Overview of key outputs

1.1. Project Inception 
Inception process completed, incl. recruiting, workshops, reviews, and preparation of the Inception Report, Procedures Manual
Recruiting of staff was finalized on 15 November 2001. The project kick-off workshop was held 24 October 2001. The Inception report incl. Procedures Manual was submitted to DANCEE on 12 February 2002.

1.2. Stakeholders involvement/commitment achieved


Active participation by relevant stakeholders in workshops, training and public awareness activities 
Stakeholders, like SPNT, representatives of line ministries, LEA, REBs, NGOs, State Forest Service and State Stock Company “Latvijas Valsts Meži” (“Latvian State Forests”) and some municipalities participated in various meetings, seminars and workshops, incl. WSs and discussions on updating of the BDNP Action Plan and elaboration of the Biodiversity Implementation Plan.



1.3. Overview on administrative procedures and routines involved in nature protection, recommendations for adjustments 


Organisational analysis carried out covering administrative procedures at all levels of nature protection system
The report “Preparation of recommendations for optimisation of nature protection institutional structure” was elaborated by the local consultancy company “ELLE” in July 2001, prepared in terms of EMERALD project. The BDNP project submitted the report to DANCEE during the project inception.  

The organisational development expert instead of carrying out another organisational analysis provided organisational assistance to the NPB (Chapter 3.1)



1.4. Training needs assessment of public authorities and relevant NGOs responsible for implementing BDNP
Target group identified and TNA conducted in co-operation with project work group on training
It was decided in the project kick-off meeting not to conduct the TNA for the NGOs. 

The NPD and the NPB became the main target group for training.

TNA for the NPD was carried out in November 2001 and for the NPB – late October 2002.



1.5. Training programme for public officials and NGO staff


Curriculum, training material and training plan
The Latvian and expatriate training experts developed the training programme, based on the above-mentioned TNA. Based on discussions between the NPD, the NPB and the project experts a supplementary Training programme was developed for the four-month prolongation period of the project.



1.6. Increased public awareness on biodiversity conservation
Public awareness strategy and action plan
Public Awareness Strategy was presented to the PSC end January 2001 and approved by the PSC on 8 February 2002. 

2.1. BDNP Implementation Unit responsible for project management including financing
Mandate of the BDNP IU and IU functioning
The initial vision of the IU lost its relevance and the shape of the IU differs from its initial idea. The NPB can be seen as an IU as such. The IU was functioning as a matrix-like group during the project period. The IU as such will not continue after project completion, nevertheless the work will be ongoing in the NPD and the NPB. 



2.2. Implementation Plan for BDNP with regard to activities under Moe
Implementation plan elaborated
“The Biodiversity Implementation Plan. Implementation of NATURA 2000 requirements in Latvia” (further in text  - Biodiversity Implementation Plan) was approved by the PSC on 9 July 2003. 



2.3. Evaluation of BDNP IU performance
ToR for evaluation assignment, external auditor appointed
Evaluation of the IU was carried out in the evaluation seminar on 2 July 2003. Conclusions and recommendation are described in the present report (chapter 3.4)



2.4. Completion



3.1 Organisational Development

The activities under this subcomponent relate to Output 1.3: Overview of administrative procedures and routines involved in nature protection, recommendations for adjustment, and, according to the project document, included the following:

· An analysis of the current administrative structures and routines involved in nature protection in Latvia; 

· “Mapping” of present procedures involved in public administration and management of nature protection; 

· Provision of a basis for streamlining the public administration in the field of nature protection with respect to both organisational structure and procedures;

· Specific recommendations as to how monitoring of BDAP implementation is best organised;

· A report on the current organisation and administrative procedures with specific recommendations for adjustments of organisation and/or procedure
.

As a significant time lag occurred between project definition and implementation, the setting of the project was changed, and made most of the described activities out of date:

In July 2001, the “ELLE report” on “Recommendations for optimisation of nature protection institutional structure” was available, covering (almost all of) the items mentioned above
.

Subsequently, MoE decided to establish a department-agency (board) organisational set up.

The expatriate organisational expert reviewed the report and, later, the draft statutes for the upcoming NPB, and discussed the matter with the authors and key NPD staff. 

The outcome (conclusion) of this was i.a.

· The department-agency model was highly recommendable;

· An assessment of a brand new organisational set up seemed somewhat redundant;

· The project’s support should aim at smoothening of the internal functioning of the two entities, and the cooperation between them

The expatriate organisational expert consequently allocated time to organisational development activities (seminar for the 2 Directors and 2 Deputy Directors, on the job training of the two NPD Directors (and other staff) and recommendations/advice/ideas in writing).

On 2 July 2003, the IU evaluation seminar with the participation of i.a. ELLE and the expatriate organisational expert was conducted, leading to the following conclusions:

· Implementation of the BDNP has been effective so far, and there are all necessary prerequisites for a successful execution of this Programme in the future;

· The functioning of the so called “Matrix IU” has been successful so far, and it will continue its activities in a form of intra-ministerial working group;

· There is no need for a separate unit after the project termination; the work on BDNP will continue in another form in the NPD and the NPB after the project completion;

· Efforts are needed to further improve teamwork and cooperation between the NPD and the NPB.

3.2 Training activities

The goal of the training was to increase capacity of government institutions and relevant stakeholders regarding biodiversity conservation. 

The planned training-needs assessment (TNA) was carried out in two parts. TNA for the Nature Protection Department (NPD) was conducted in November 2001. The TNA for the Nature Protection Board (NPB) has been partly made in September 2002 and partly at the end of October 2002.

The final programme for training activities was based on TNA for NPD. Assuming that the NPB would not be operational before September, the Danish and Latvian training experts together with the project management have subdivided the programme into two parts: 

The first part covered activities from April until October 2002. The main target group for this training part was the NPD.

The second part covered activities from October 2002 until project completion. The main target group was the NPB.

There were three kind of training activities envisaged:

· Transition activities;
· Process oriented training;

· Toolbox development activities.
The TNA for the NPB did not show big differences from the TNA of the NPD. Therefore only some additions were made in the training plan and programme, mainly concerning timetable and priorities, based on continuous discussions with the NPB Directors. 

The NPB and the NPD were considered as a main target group for all training activities. Representatives from SPNT, REBs, municipalities, LIFE projects and SFS were invited to the trainings as well. 

From April, 2002 until August 2003 23 training sessions were conducted:

Time
Topic


Trainers


Participants

02.04.2002
Handling of controversial issues
Arnis Zacmanis, (BDNP) Aleksandrs Mirlins and Liga Mirlina (journalists, freelance PA experts)
NPD

19.04.2002
LFA training I
Palle Grevy (BDNP), Torben Daltoft (BDNP)
NPD, ID, Kemeri LIFE project staff, BDNP project staff

23.05.2002
LFA training II
Palle Grevy (BDNP), Torben Daltoft (BDNP)
NPD, ID, Kemeri LIFE project staff, BDNP project staff

06/07.06.2002
“Communication and cooperation”


Ilga Bērzkalns (Centre for Commercial education)
NPD, BDNP project staff

18.06.2002
“Media training”


Arnis Zacmanis (BDNP), Stefan Katic (BDNP), Signe Reinholde (independent journalist)
5 employees from the NPD

27./28.06.2002
“Team building”


Valts Vilnītis, 

(consultancy company “ELLE”)
NPD

06./13.10.2002 
Study visit DK/SE


Representatives met from different institutions, e.g. counties, state forest districts, NGO`s .
NPD, NPB, BDNP Project, LIFE projects, SFS

01.11.2002
Modern public sector management seminar


Aase Østergarard (BDNP), Torben Daltoft (BDNP)
I. Jepsena – Director of the NPD; I. Mendzina – Deputy director of the NPD; R. Auzins – Director of the NPB; E. Klavina – Deputy Director of the NPB



03./04.12. 2002
Project preparation I


Tommi Strandgaard (Carl Bro AS)
NPD, NPB, BDNP Project, LIFE projects, SPNT administrations

10./11.12.2002
Joint Future oriented Training
Valts Vilnitis (consultancy company “ELLE”)
NPD and NPB



02./03.01.2003
Work Planning for 2003, with team building elements
Laura Zvingule (BDNP) 
NPB

21./22.01.2003
Project preparation II -  EU Project Cycle Management
Tommi Strandgaard (Carl Bro AS)
NPD, NPB, BDNP Project, LIFE projects, SPNT administrations

12./13.02.2003
On the job training
Torben Daltoft (BDNP)
NPB

11./12.03.2003
Project Implementation


Tommi Strandgaard (Carl Bro AS)
NPD, NPB, BDNP Project, LIFE projects, SPNT administrations



20.03.2003
Information Management
Palle Grevy, Kim Jacobsen (Carl Bro AS)
NPB, BDNP project, Latvian Fund for Nature, Regional Environmental Centre, Latvian Environmental Agency, State Stock Company “Latvijas Valsts Meži”



25.03. 2003
Environmental Law and Administration
Carsten Lund (Danish Forest and Nature Agency); Rolands Ratfelders (NPD)


NPB, State Stock Company “Latvijas Valsts Mezi”, BEF, BDNP project, VITILA project



15./17.04.2003

15.05. 2003
PA training
Signe Reinholde (journalist), Ēriks Matulis (PA expert, ex-journalist), Arnis Zacmanis (BDNP), Dace Rolova (Neurolinguistic Programming expert)


NPD, NPB, BDNP Project, SPNT administrations

08./09.05.2003
Habitats Directive Article 6 – a stronger instrument for nature protection than EIA/SEA
Carl Bro, BDNP project in cooperation with the BEF
NPD, NPB, State EIA office, ELLE, District councils, BDNP project, SPNT administrations, Regional Environmental Boards, representatives from LT, EST, GER, UK, DK

22.05.2003
“Agro – Environment programme, Countryside support programmes, Afforestation of SPNT”
Andis Žeikars (MoA)
NPB

30./31.05.2003
Team building I
“Spring Valley” (Latvian training and consultancy company – a centre for organisational development)


NPB

10./11.06. 2003
Biodiversity Management
Bent S. Jepsen, Aase Østergaard (BDNP), Ērika Kļaviņa (NPB), representatives from local municipalities, SPNT, Latvian University, representative from the County Administrative Board of Jonkoping 
NPD, NPB, BDNP project, local municipalities, REB, SPNT, Latvian Fund for Nature

25./26.06.2003
Negotiation skills
“Spring Valley” (Latvian training and consultancy company – a centre for organisational development)


NPB

02.07.2003.
Presentation of the Biodiversity Implementation Plan and other BDNP activities
BDNP project, Valts Vilnitis, consultancy company “ELLE”
NPB, NPD, PA, Latvian Fund for Nature

The participants evaluated each training session. The evaluation forms show that participants were satisfied with the training. 90% of all participants were satisfied with the professional level of trainers, teaching methods and materials. 

Some of the participants’ comments from evaluation forms:

· It was nice to have so much time for practical exercising;

· The course was taught very professionally;

· The course gave a good possibility to gain practical skills in project preparation;

· The seminar was organised in a good manner. A lot of sectors and fields were represented therefore useful information was proposed, which could serve as good examples, studies from Latvia;

· The seminar helped me to become aware all of the ongoing juridical changes and government work to EU accession.

· Theme for the groups work could be more specified;

· Tasks for the group work were too large;

· I expected something more about EU Project Cycle Management;

· Relatively short theoretical course made the process of understanding and using in praxis the LFA method less effective;

· There was not enough time for guest speakers and questions for them;

All activities were planed for 20 participants. At average 12.5 persons have participated in each training activity. Only 31% of them were from NPB, 13% from NPD and 56% from other institutions. Due to the low number of participants from NPB we had a possibility to invite other interested parties, like NGOs, LIFE Nature project representatives and Protected Nature Areas in the training activities.

Based on the needs and wishes of the NPD and the NPB the training plan for the prolongation period from September to December 2003 consisting of 7 sessions was set up.

Time


Topic
Trainers
Participants

September 2003
Follow up on the seminar “Joint future oriented training”
Valts Vilnītis (consultancy company “ELLE”)


NPD and NPB

September 2003
Practical management and monitoring of particular biotopes
BDNP project
NPB, SPNT, REB, NPD

October

November 2003
Teambuilding II, III
“Spring Valley” (Latvian training and consultancy company – a centre for organisational development)


NPB

October 2003
Environmental economics
Carl Bro AS
NPB, NPD, REB, SPNT

November 2003
Assessment of plans and projects for NATURA 2000 areas
BDNP project
NPB, NPD, SPNT, REB

December 2003
Team building
Valts Vilnītis (consultancy company “ELLE”)
NPD

December 2003
How to prepare information material for protected territories
Optional: Torben Daltoft (BDNP), represent from SPNT
Municipalities, 

REB experts

NPB



The possibility of having a study visit to DK for exchange of information on management of biotopes is considered, but will be decided upon later.

Conduction of the additionally planned training sessions are made possible within the existing budget. 

3.3
Public Awareness activities

A Public Awareness Strategy was elaborated in close co-operation between the local and Expatriate PA experts and the NPD. It defines PA target audiences, the main messages and outlined activities and budget.

A Nature protection logo for protected territories. The point of departure is the statement that the old nature protection logo looks old-fashioned and should be replaced or renewed. The Project was questioning designers and stakeholders to get the stand on situation. A tender was organised for designers to come up with proposals. The decision was made to renew the old logo, thus keeping the best “spirit “ but adding modern features. The new logo gradually will replace the old one in nature and its use on printed materials has started already.

Newsletter. According to the strategy, a newsletter “Dabas Daudzveidība” (Biodiversity) was issued starting spring 2002. The Project worked out the concept, design and organized production of seven issues until the end August 2003. The eights issue will come out during the prolongation period and will be financed by the NPD. Considering the newsletter being a good tool for the awareness raising, the NPD has acknowledged the readiness to continue the issuing of the newsletter in future, however the real action will very much depend on budgetary funds available.

The first issue of the newsletter was printed on A3 format and it came to double A3 starting from the second one. The number of recipients gradually increased from 1000 to 2500. There are about 40 distribution channels for the newsletter, including institutions of the MoE, MoA and others. The target audience of “Dabas Daudzveidība” is staff of state and non-governmental structures, employees involved in nature protection, enthusiasts, landowners, and municipalities. The newsletter covers important themes within nature protection, as projects, news, statistics, ministry information, etc.

Web page. A biodiversity web page www.dal.lv was created during the project period and it will be transferred to the NPB and will remain its official web page after the project completion. The web page contains technically good selection of options to communicate NPB information and ensure an interactive communication with web page target audience. The web page provides also important relevant links. The final accomplishment will follow during the prolongation period in cooperation between the PA expert and the NPB staff.

Opinion poll. In July 2002 an opinion poll was carried out with the aim to reveal general Latvian opinions on nature protection issues. Remarkably, such an opinion poll so far was not conducted in nature protection field. Within research more than 1000 randomly selected respondents were interviewed and scientifically reliable data were obtained. 

The research gave a possibility to plan further PA activities more precisely as well as to communicate those data to experts and general public.

Special events: 

On behalf of the MoE, the BDNP project twice – in May 2002 and 2003 organised the Biodiversity Day celebrations with participation of the Minister of Environment. Strategically, the events consisted of one campaign/publicity event with features attractive to mass media and the final event. The results of the campaign were summarized and presented to media and stakeholders. 

Within “Battle of Towers 2002” a bird watching contest was organized to promote the new bird watching towers as attractive objects to the general public, to watch nature with minimal disturbance to birds and animals. The events attracted the attention of printed and electronic media and as well were featured in the TV programme “Vides fakti” (Environmental Facts).

NATURA 2000 Campaign “Propose the Territory”. The primary target audience of the campaign were private landowners, municipalities, NGOs and general public.

The aim was to encourage private landowners, municipalities and the NGOs to propose valuable nature territories for the establishing of nature protection sites, especially for including in the NATURA 2000 network. The target audience was asked to submit proposals for territories to be protected, especially meadows and coastal territories.

The campaign was also aiming at awareness about establishing of protected territories and NATURA 2000 network.

The campaign was launched in February 2003. Promotional activities included information from MoE, the Minister of Environment, meetings with landowners, municipalities, REBs and media. Press releases were disseminated to media. A special poster for the campaign was created and distributed.

By the 23 May 2003, 50 proposals were received and many more are still being received after campaign deadline. Some proposals are bringing up new areas, in addition to those already being registered within the EMERALD project.

The NPD and the NPB appreciates very much possibility of having prolonged PA experts assistance during the prolongation period.

The prolongation period will include PA activities, like:

· Issue of the winter newsletter “Dabas Daudzveidība”;

· Producing and publishing of insertion page for leading newspapers with information on 

      NATURA 2000, changes in nature protection when Latvia joins EU;

· A mass media trip with selected journalists to Estonia to get acquainted with Estonia 

      experience in meadow management.

3.4
Setting up of the IU

The situation regarding the Implementation Unit has changed since elaboration of the PD. With the amendments to the “Law on Specially Protected Nature Territories” the establishment of the Nature Protection Board was proclaimed. The NPB was established on 1 May 2002, in reality being partly operational from 12 August 2002. As the NPB is an implementing body itself, the necessity to establish another implementation unit became less important. Nevertheless, considering importance of the BDNP Action Plan updating activities and elaboration of the Biodiversity Implementation Plan, the IU was established as a “Matrix IU”. It was consisting of 2 permanent staff members and representatives from the NPD, NPB and other MoE institutions. Recruitment of the IU staff stared mid February 2002, immediately after project inception. The IU assistant was employed from 15 April 2002 with one permanent staff person and continuing with two staff persons from 3 February 2003. Hiring of the IU staff was possible thanks to financial funds made available through the GoL contribution. Two main outputs delivered by the IU were the updated Action Plan and the Biodiversity Implementation Plan. The updating and elaboration process has enhanced co-operation between MoE institutions as well as ownership feeling of the document among MoE institutions. The endorsement of the BIP is following by the order of the Minister of Environment. The BIP will also be used as a background document for the Environmental Policy Plan being elaborated by the MoE.

The evaluation workshop of the IU performance was conducted, according to the LFA, on 2 July 2003 with participation of an external auditor – LV Consultant Company “ELLE”. Participants from the NPD, NPB and the Project were present at the workshop ending up with following conclusions:

· The implementation of the BDNP has been effective so far, and there are all necessary prerequisites for continued successful execution of this Programme in the future;

· The function of the “Matrix IU” has been successful so far, and it will continue its activities as an inter-ministerial working group;

· There is no need for a separate unit after the project termination; the work on BDNP will continue in another form, resp. the two persons employed as “IU” in the project will continue in the NPD and the NPB after the project completion;

· Efforts are needed to further improve teamwork and cooperation between the NPD and the NPB

Considering the existing situation, the initial vision of having an Implementation Unit of professional staff being able to develop project ideas, elaborate project proposals and attract the financing was not delivered. Nevertheless the training in LFA, Project Preparation, Project Implementation, EU Project Cycle Management and Funding possibilities was delivered to different institutions dealing with project development and application. We believe that the ownership to the results and capacity of experts is available within the MoE system. 

3.5  Table of activities

The main activities, carried out during the project period, with detailed verifiable indicators are described in the tables below:

Description
Comments

1.1
Project inception



1.1.1
Establishment of office facilities incl. procurement of equipment.


The project office was established by 1 October 2003. Equipment was purchased during the project inception.




1.1.2
Recruiting: Project assistant, project secretary, local short-term experts.
The project staff was recruited through the interviews in the MoE and based on advertisements in the national newspaper “Diena” and on www.cv online .lv database. The LV PM was recruited by 1 October 2001, the PA expert – by 15 November 2001, the Training expert – by 2 January 2001 and the translators/interpreters – by 10 November 2001.


1.1.3
Establishment of contacts to principal stakeholders (public institutions, NGOs expected to be main contributors).


Contacts to the stakeholders were established through participation in different meetings. A list of stakeholders was elaborated during the project inception.


1.1.4
Definition of exact project responsibilities & target-areas in relation to BDNP.


Project responsibilities were discussed and defined during the project kick-off workshop on 24 October 2001; particular duties and responsibilities of the project staff were described in the Procedures Manual
.


1.1.5
Conduct an inception workshop for main stakeholders focusing on introduction of the project, evaluating the project outputs and activities, and revise the PIP.


The project kick - off workshop with participation of the Director and the deputy Director of the NPD was conducted on October 24, 2001. Based on beneficiary’s decision the Inception workshop for stakeholders was not conducted. The project staff was participating in a number of various meetings, where contacts to the stakeholders were established.


1.1.6
Review decision-makers and decision processes within Latvian nature protection and natural resource management admin.


Overview of decision makers was elaborated during project inception.  Procedures of the decision-making are described in the above-mentioned 

(Chapter 3.1) ELLE Report.




1.1.7
Identify main interest groups involved in nature protection / natural resource management – NGOs, local inhabitants, ”resource users”, etc.).
Overview of target groups was elaborated during project inception. Based on NPD decision the NGOs were not involved in the project activities, as they are not considered to be a substantial part of the nature protection community in Latvia. 


1.1.8
Identify relevant Latvian resource persons. Assess current capacity of Latvian personnel trained on up-to-date procedures and methodologies related to nature protection – administrative procedure, practical instruments (monitoring, indicators, management planning, etc.).


The list of the resource people was elaborated during project inception.


1.1.9
Preparation of inception report incorporating findings during the inception period and the results from the inception workshop.


The Inception Report, after the approval of the PSC on 8 February 2002, was submitted to DANCEE on 12 February 2002.


1.1.10
Preparation of Procedures Manual.


The Procedures Manual was elaborated and attached to the Inception Report; it was approved together with the Inception Report. Amendments were prepared concerning the QA plan and submitted to DANCEE with the 4th Progress Report.



1.2
Stakeholder involvement/commitment achieved



1.2.1
Stakeholder-workshop (public and NGO) on the BDNP: contents, proposed implementation schedule, participants on individual components, responsible parties, etc.)


Stakeholders were involved in the BDNP Action Plan updating process, i.e. regional meetings.  


1.2.2
Develop communication procedure: means, recipients (mailing lists), frequency, etc.


The communication procedures were developed as part of the PA Strategy (elaborated during Dec 2001 – Feb 2002). Also the Procedures Manual contains description of the procedures.


1.2.3
Establish BDNP-newsletter.


7 issues of the newsletter were issued during the project period until end August 2003. One issue will be published during the project prolongation period. The NPD pledges to continue issuing of the newsletter after the project completion.




1.2.4
Establish an e-mail based discussion forum on biodiversity protection and implementation of the BDNP.


An e-mail based forum was established during the project inception. List of subscribers elaborated.




1.2.5
IBBC Study-visit on implementation of national policy and strategies on biodiversity.


The target group for the study visit was reconsidered during the project kick - off workshop. It was decided:

1) IBBC will not go on the study visit;

2) an additional study visit of the Minister of Environmental Protection, the State Secretary and the Director of the Nature Protection Department to DK was organised on 12 - 13 December 2001;

3) study visit to DK and Sweden with participation of 19 representatives from the NPB, the BDNP project, LIFE projects and the NPD was organised on 6 – 13 October 2002
. 



1.3
Overview of administrative procedures and routines involved in nature protection, recommendations for adjustments.





1.3.1
Analyse organisational structures and administrative procedures of MoE involved in nature protection activities.


Organizational structures and administrative procedures were analysed in the previously mentioned ELLE report, which has been submitted to DANCEE during the Inception phase. The expatriate org. development expert provided assistance to the NPB in organisational strengthening and matters concerning human resources development and management, was delivered through i.a. “On the job training” of the NPB Director and Deputy Director.




1.3.2
Define procedures required for monitoring of the implementation of the BDNP.


The Biodiversity Implementation Plan and “Management and Monitoring” report set guidelines for implementation monitoring concerning NATURA 2000, defined in connection with the BDNP Action Plan and reporting to EU.


1.3.3
Recommend adjustments/changes of organizational structure/procedure where required.


As the organisational set up of the ministry was changed recently, including formation of the NPB, an organisational analysis and recommendations for changes were regarded not feasible. Recommendations are included in the Completion Report.  

1.4
Training needs assessment of public authorities and relevant NGOs responsible for implementing BDNP.





1.4.1
Identify target groups (state, regional, local) including regional environmental inspectors, protected area managers, etc.


The list of target groups was composed according to the prioritisation of the whole spectrum of the identified stakeholders.


1.4.2
Training needs assessment.


The TNA for the SPNT, NPD and the NPB was carried out in September and October 2002. The TNAs have formed a basis for the training plan.

  


1.4.3
Prioritisation of training efforts.


Prioritisation was carried out accordingly and in close cooperation with Directors of the NPD and the NPB.

1.5
Training programme for public officials and NGO staff.





1.5.1
Develop detailed training plan based on TNA with the training work group.


The Training plan was developed during March 2002 based on the TNA and later amended.  


1.5.2
Development of curriculum and training material.


The Training Plan contains TORs and training material for particular training sessions were provided by responsible experts.




1.5.3
Implementation of training courses coordinated according to BDNP implementation plan.


Training sessions were conducted according to the training plan. 




1.5.4
Evaluation of training activities.

 
The reports on each training session contain an evaluation. The final report on training activities is included in the present report (Chapter 3.2).



1.6
Increased public awareness on biodiversity conservation.





1.6.1
Review of local initiatives and experience of ongoing projects on public awareness.


Ongoing PA activities were reviewed during the project Inception phase; they were considered and coordinated in the BDNP project PA activities, according to the elaborated PA strategy.


1.6.2
Develop public awareness plan/strategy including cooperation with NGOs.


PA Strategy and Action Plan
 were elaborated during December 2001 – February 2002.


1.6.3
Implement public awareness strategy.


The PA Strategy was implemented accordingly, e.g. web page, newsletter, campaigns, and public opinion poll.




1.6.4
Evaluation of public awareness activities.


Particular activities were discussed and evaluated in PMG and PMU meetings.  The present report contains the final report on PA activities and the evaluation (Chapter 3.3).



2.1
BDNP Implementation Unit responsible for project management including financing.





2.1.1
Review successes and failures of MoE implementation units on hazardous waste, wastewater treatment (800+) and solid waste management (500-), with special attention to relations, division of responsibility with MoE.


Meetings with the representatives from the existing and previous units (500-, 800+) were held during the project inception. The analysis show that the experience of the two mentioned units turned out not be relevant because of their different set up and tasks, as they had a “money box” to administrate, but not to attract the financing and work out project proposals. As the initially designed Implementation Unit never came into existence, the organisational structure of the mentioned units was also not relevant.


2.1.2
Define mandate, responsibility.
TOR for the IU – work group on updating of the BDNP Action Plan and elaboration of the Biodiversity Implementation Plan - included the necessary mandate.




2.1.3
Recruiting of staff for BDNP IU.


The first IU person was employed from 15 April 2002 and she left in December 2002; the next person started on 2 January 2003 and the third one - from 3 February 2003; both the second and the third person will continue after the project completion.

The IU was acting as a matrix group, consisting of two permanent staff and representatives from the NPD, NPB and the BDNP project staff. 




2.1.4
Training in project management, public tender procedures, recruiting of external experts, donors’ requirements including international donors (GEF, World Bank, EU, Bi-lateral Donors, other). Training course will include evaluation.


Notwithstanding that the Implementation Unit in its initially designed form never came into existence, the training programme includes the aspects of project preparation, project management and overview of some donor possibilities (EU Life Nature, REC small grant programme, EU structural funds)


2.1.5
Establish contacts with international donors.


Contacts to the International donors were established during the study visit to Brussels on 30 March – 2 April 2003 and during the management training. The report on study visit is available in the project file system.




2.1.6
BDNP-IU study-visit to the EU-institutions.


The study visit to EU Institutions took place on 30 March – 2 April 2003.



2.2
Implementation plan for BDNP with regards to activities under MoE





2.2.1
BDNP-IU review of BDNP with respect to status, implementation, financing.


Updating of the BDNP Action Plan was completed end April 2003. 




2.2.2
Review funding possibilities.


The Biodiversity Implementation Plan includes the review on funding possibilities. 




2.2.3
BDNP activities prioritised by MoE.


On beneficiaries request the Biodiversity Implementation Plan was elaborated, focusing on the MoE top priority – the NATURA 2000. 




2.2.4
Drafting of Implementation Plan according to priorities set by MoE.


The Biodiversity Implementation Plan was drafted according to priorities set by MoE and submitted to the PSC in week 25, 2003.




2.2.5*
Approval by the PSC


The PSC approved the Biodiversity Implementation Plan on 9 July 2003. 




2.2.6*
Approval by the Minister of Environment


The document was submitted to the NPD in week 32, 2003 for accomplishment of a Ministerial order.


2.2.7
Approval by IBBC.


As an internal document, the BIP was instead endorsed by the order of the Minister of Environment. Ref. above.




2.2.8
Implementation of BDNP.


After the endorsement of the BIP by the order of the Minister of Environment the implementation of by the Latvian authorities shall commence.



2.3
Evaluation of BDNP IU performance.



2.3.1
Evaluation of project management of BDNP-IU.
The evaluation workshop, with participation of the NPD, NPB and the SPNT was conducted on 2 July 2003; evaluation of the BDNP IU performance was included. The local consultant company ELLE conducted the workshop, accordingly assuring the function as an external auditor. 




2.3.2
Compliance with BDNP implementation plan including attracting required funding.


The updated BDNP Action Plan and the BIP includes the necessary budget and funding possibilities of particular projects (EU Life Nature, GEF, REC, RAMSAR Small Grants Fund for Wetland Conservation and Wise Use, EPF, Nature Protection Investment Strategy, Bilateral cooperation).


2.3.3
Sustainability of the BDNP-IU including local financing.


Budgetary funds for the IU assistants until the end of 2003 are approved and applied for 2004.




2.3.4
Report on progress including recommendations.


Annual reports on implementation of the BDNP Action Plan are annually prepared by the NPD. The IU was involved in preparation of the reports for 2002 and 2003.


2.4.
Completion Report
Completion Report was presented to the PSC in week 33, 2003.



2.4
Project completion.



2.4.1*
Evaluation workshop for project team members
The evaluation workshop was conducted on 7 July 2003. The present report includes recommendations and lessons learned (Chapter 3.4).  




2.4.2*
PSC meeting and completion seminar for stakeholders, incl. presentation of the Biodiversity Implementation Plan


The Completion Report was submitted to the PSC in wek 32 2003 for written comments and approval.  A PSC meeting is optional for 11 September 2003. The completion seminar, including presentation of the Biodiversity Implementation Plan for stakeholders is scheduled for 27 August 2003. 


2.4.3*
Supplementary completion report submitted to the PSC


Submission of the addendum to the Completion Report to the PSC is scheduled for the week 48, 2003.


2.4.4*
Final PSC meeting


The final PSC meeting for the approval of the addendum is scheduled for the week 51.



* - activities additional to the original LFA

All activities leading to the envisaged outputs were generated (with a few exceptions detailed above), and some elements such as activities sections 2.2.1 exceeding the requirements of the PD.

4
Project inputs

4.1
Staff

Project implementation involved the following staff included in the client-consultant agreement: 

Expatriate experts:
Total realised Budget

(man-months)

Project Manager 

Aase Østergaard
20,5

Public Awareness Expert

Stefan Katic
3,16

Training and Capacity Building Expert

Palle D. Grevy
1,02

Organisational Development Expert

Torben Daltoft
2,08

Training and Capacity Building Expert

Torben Daltoft
2,38

Nature Management and Monitoring            

Expert Bent S. Jepsen
3,48

ST Training Expert

Jens Nytoft
0,00

ST Training Expert 

Bjarke Laubaeck
0,26

ST Training Expert

Tommi Strandgaard
0,74

ST Training Expert

Kim Jacobsen
0,19

DFNA ST Training Expert

Carsten Lund
0,21

Sum Expatriate experts
34,02

The realised budget of the expatriate expert hours shows the situation up to 1 August 2003. 

National experts


Total realised Budget

(man-months)

Project Manager 

Ineta Saulīte
23

Project Assistant/Secretary

Krišs Ozoliņš 
23

Public Awareness Expert

Arnis Zacmanis 
17

ST Public Awareness Expert

Kristaps Epners
1,5

Training Expert/Co-ordinator

Laura Zvingule
4

Translator/Interpreter

Marita Ozoliņa

Eva Birzniece

Ingrīda Tukāne
13

Local Short-Term Experts – BDNP IU

Inese Gmizo

Kristīne Galauska 
9

Sum National experts

90,5

The realised budget of the local expert hours shows the situation up to 1 August 2003. 

GoL

(project staff MoE financed)


Total realised Budget

(man-months)



Ilona Jepsena, NPD Director

1,
25

Ilona Mendzina, NPD Deputy Director 
3,25

Vilnis Bernards, NPD 
0,75

Vija Buša, NPD
0,75

Dace Ozola, NPD
0,75

NPD staff
2

Other NPD staff
1,5

NPB staff
11

IU staff
15

Sum National experts
36,25

The remaining GoL input (22MM) will partly be delivered during the prolongation period.    

Roles and responsibilities for expatriate and Latvian staff were described in the terms of reference and Procedures Manual, attached to Annex 5 to the Inception Report.

The Latvian project manager Ineta Saulīte and project assistant/secretary Krišs Ozoliņš were selected by the EPM and the NPD of the MoE. Public Awareness expert, Training expert and translator(s)/interpreter(s) were recruited through the local newspaper “Diena” and a database www.cv-online.lv. Candidates were selected by the expatriate and Latvian project managers: Arnis Zacmanis was selected for the PA expert position, Laura Zvingule – for the training expert position, Marita Ozoliņa, Eva Birzniece and Ingrīda Tukāne were selected for the translator(s)/interpreter(s) position. The local short-term experts –IU staff were recruited through the local newspaper “Diena” and recommendations; the expatriate and Latvian project managers selected Iveta Medvida, Inese Gmizo and Kristīne Galauska for those positions. 

Local training companies, local experts and expatriate experts were acting in capacity of trainers. 

4.2
Equipment

As stated already during the project fact-finding – the existing MoE office space and facilities were not sufficient to cover the office needs of the project. Thus the project office was domiciled in the Carl Bro Latvia Ltd office. The rental agreement was signed initially for 6 months and extended to the whole project duration, and expires on 31 August 2003. 

Equipment was mostly purchased during project inception. As the project office was domiciled in Carl Bro Latvia Ltd already established office facilities, DANCEE has approved the purchase and direct transfer of the telephone central system (switchboard) and the photocopier to the NPB.

The project car – VW Golf – was purchased in Denmark and delivered to Latvia for project purpose. 

Through the Foreign Assistance Committee of the LV Ministry of Finance, the project was granted VAT exemption for goods and services provided for the project. However the VAT refund was possible only until June 2002. Starting from June 2002 the project was using the possibility of 0% VAT rate, as reported to DANCEE earlier (letter from 26 May 2003). 

4.3
GoL Input

The initially agreed GoL input in the project was 177 750 DKK, corresponding to 14 220 LVL – in kind and 50 000 DKK, corresponding to 4 000 LVL from the Latvian Environmental Fund.

The MoE in kind contribution was ensured through project management, participation in meetings, trainings, elaboration of the Biodiversity Implementation Plan, updating of the Action Plan, participation in PA activities and consultations to the project. In the PD the GoL input was ensured by the NPD and the Environmental State Inspectorate. However the Environmental State Inspectorate’s input was replaced by the input from the NPB.   

The contribution from the Latvian Environmental Fund in amount of 50 000 DKK was allocated during 2002 for employment of the BDNP IU assistant Iveta Medvida, however the Project made the working station available at the Project office. The GoL committed additionally 50 000 DKK for employment of another BDNP IU assistant during 2003. GoL did deliver the total input of 100 000 DKK.

An additional GoL input was provided through free meeting facilities in the MoE.

5 
Financial statement

6
Project Sustainability

During the project period the IU was substituted by a “Matrix IU”, consisting of 2 permanent staff members and representatives from the NPD, NPB and LDA. The IU was contributing to the updating of the Action Plan, annual reporting and elaboration of the Biodiversity Implementation Plan. Although the function of the “Matrix IU” has been successful so far, it was concluded in the evaluation workshop on 2 July 2003 that there is no need for a separate unit after the project termination; the work on BDNP will continue in another form. The NPD and the NPB have allocated necessary financing for the two IU staff members to continue in the NPD (1 person) and the NPB (1 person) after the project completion.

Throughout the updating process of the Action Plan participatory decision making and planning has been the tool, which has contributed to increase engagement and co-operation between the NPD, NPB, LEA, REBs, MoA and individual municipalities. The implementation of the Action Plan will depend on financing being available for the activities defined. Most likely the necessary funding will be applied in the EU Life Nature and structural funds. 

Through participation in elaboration of the Biodiversity Implementation Plan the NPD, NPB, LEA staff has experienced the process of participatory decision making and planning. Although during the first year 3 staff members have left the NPB already, we believe this has contributed to increase engagement and interest to participate in the work tasks. Full implementation of the Biodiversity Implementation Plan will depend on financing being available for the activities defined. Most likely the necessary funding will be applied in the EU Life Nature and structural funds. 

The Biodiversity newsletter “came into the world” during the project period and it will be issued/financed by the NPD in future. It was issued on a quarterly basis; 7 issues were published during the 2 years period. One issue will be published during the prolongation period. It is important that the NPD makes necessary funds available also for continuous issuing if the Biodiversity newsletter, as it has proved to be a necessary and highly appreciated information source for stakeholders. 

The biodiversity WEB page www.dal.lv, which was established during the project period and transferred to the NPB, can maintain the function of the public awareness rising in a long-term perspective. 

The training, delivered to the NPD and the NPB during the Project, will constitute a solid capacity building for the two institutions also beyond the project period. It is important that the capacity building is ongoing in the future, which can be ensured through annual Training plan for the NPD, NPB and other MoE institutions. Also efforts are needed to further improvement of the teamwork and cooperation between the NPD and the NPB, as concluded in the evaluation workshop on 2 July 2003.

7 
Impact assessment

The impact assessment, effectiveness in achieving objectives and unintended impacts are described below.

The project’s development objective was defined as “Conservation of biodiversity in Latvia improved with respect to nature types, habitats, species and natural resources”.

Assessment of the achievement of this very broad objective is complicated as investigations and monitoring of conservation status has to be assessed on a longer term. Thus assessment of the projects impact is based on evaluation of the project’s main activities and outputs.

Assessing the project outputs the biodiversity conservation in Latvia is improved through the project by the following: 

· Increased capacity in particular biodiversity matters, project preparation/implementation and information skills was reached through numerous training activities for the staff in NPB, NPD, other MoE institutions and Latvian Life Nature projects;

· Experience and inspiration on biodiversity management in Sweden and Denmark was gained on the 2 study visits for the Minister and the staff from NPD, NPB and related institutions and Latvian Life Nature projects;

· Valuable information and knowledge on the management of biodiversity matters within the EU system was gained for the NPD and NPB through the study visit to the relevant EU institutions in Brussels and Copenhagen;

· Through the Public awareness strategy and activities (in particular launching of the Newsletter, Natura 2000 campaigns, home page and organizing of a yearly Biodiversity Day) an increased awareness on biodiversity matters was gained within the nature protection field and the main stakeholders. The beneficiary has expressed that they have had good benefit from a lot of these activities and that annual public awareness activity plans in the future should be elaborated for the MoE and its subordinated institutions. The impact through the Newsletter could be even better by issuing it broader i.e. also to municipalities and landowners.
· The Matrix-like work group between the NPD, NPB and LEA established as substitute for the IU in connection with elaboration of the Biodiversity Implementation Plan has been and will also in the future form a valuable platform for the needed cooperation between these institutions;

· The process on updating of the BDNP Action Plan i.e. the work group and the regional meetings have increased the cooperation between NPD, NPB, LEA, REB’s, MoA and municipalities;

· Elaboration of the Biodiversity Implementation Plan for implementation of the requirements and tasks concerning Natura 2000. The Biodiversity Implementation Plan (BIP) is an important tool for the MoE in the implementation of the obligations regarding Natura 2000 and management of the potential sites. The NPD/NPB have expressed that they have got a good document on International and EU Obligations etc., which will improve the supervision of the process. The BIP will as well be very useful for the municipalities;
· Elaboration of the Management and Monitoring Report will form a decisive basis for the NPB’s work planning in the field of management of Natura 2000 and other natural resources. The process has also together with elaboration of the BIP raised the awareness among NDP, NBP and LEA on the necessity for cooperation and coordination of the monitoring and reporting requirement concerning Natura 2000. It has as well raised the awareness on the needs for coordination of the management requirements and activities among NPB, SPNT, LVM and municipalities;
· Elaboration of the Database on performed Nature Projects in Latvia will give the NPD and NPB an important and useful overview of the widespread nature projects performed within different ministries and institutions.

In the project kick-off workshop, it was decided, based on beneficiary’s wish, not to include the NGOs in the TNA. Nevertheless the Latvian Fund for Nature and the other NGOs were invited to the trainings. Taking note of NGO`s potential role in the nature protection field, beneficiary should consider an increased involvement of the NGOs.  We believe a more binding cooperation with the relevant NGOs, especially on the BDNP could have lead to a higher impact, improved stakeholder involvement and better cooperation.
Improved biodiversity in Latvia is very pending on good coordination and cooperation with the forest sector as it is the most important stakeholder concerning nature protection and biodiversity. The Project has involved the forest sector in different Project activities, like PA rising and trainings. Further contribution is necessary to continue cooperation between the MoE and the forest sector. 
The Regional Environmental Boards are important players in the nature protection field in Latvia. The project created a good cooperation with REBs during the training sessions and the updating process of the BDNP Action Plan. Participation in these meetings have raised their engagement, but further cooperation is necessary in future to keep “the spirit alive”, as the REBs also are important tool for ensuring implementation in the municipalities. 

The aim of the establishment of the IBBC in year 2001 (Order of the Minister of Environmental Protection and Regional Development No 75) was to involve the line ministries and coordinate the implementation of the “Rio Convention” in Latvia. It was decided in the project kick-off meeting to involve the IBBC as a part of the project advisory group. Individual representatives from the line ministries were involved in the Project activities, but not the whole group. The IBBC did not approve the Updated BDNP Action Plan, as only the parts relating to the nature protection were revised. The BIP was considered to be an internal document and a decision was taken by the beneficiary to issue a ministerial order instead of the IBBC approval. This once again addresses the necessity of the improvement of cooperation and engagement between state institutions, incl. ministries. Implementation of the BDNP is one of the goals for future commitment.
Apart from the activities through the project period also of course the external political factors are important for a continued improvement of the biodiversity e.g.
· The possibilities for the landowners for getting compensation in protected areas;
· Implementation of the BDNP in other institutions under and outside MoE; 
· Available experts in the responsible institutions.
8
Recommendations 

DANCEE:

· The ownership of all assets be transferred to the MoE;

· The information material and reports produced by the project be transferred to the MoE.

Beneficiary (here defined as MoE, NPD):

· Continue and finalise the process of cost assessment for implementation of NATURA 2000;

· Facilitation of the “Biodiversity Implementation Plan. Implementation of NATURA 2000 Requirements in Latvia”, e.g. - review the Latvian legislation on EIA and nature protection for compliance with the HD and elaborate manuals and raining programme for screening and assessing the projects; - define the responsible institutions for reporting to the EU according to the HD;

· Continue BDNP Action Plan Updating meetings with REBs, municipalities and other involved stakeholders (section 7);

· Ensure a continuing issue of the biodiversity newsletter (section 3.3);

· Elaborate annual work plan for implementation of the Public Awareness Strategy in the Nature protection field (section 3.3);

· Continue the functions of so called “Matrix IU” in a form of intra-ministerial working group (section 3.4);

· Together with the NPB define division of responsibility between NPD and NPB (more) strictly, and avoid all duplication of effort (section 3.1);

· Together with the NPB define and implement routines of regular communication between NPD and NPB (section 3.1);

· MoE define possibility for (temporary) swap of staff between NPD and NPB (and possibly other parts of MoE) (section 3.1);

· Involve the NGOs in biodiversity conservation activities (section 7);

· Establish regular meetings with major stakeholders (e.g. SFS) (section 7);

· Use “IU” (persons) for cooperation on the BDNP and the BIP (section 3.4);

· Repeat the public opinion poll once a year to monitor changes to monitor public opinion and use it as a tool for planning of PA activities (section 3.3);

· Continue celebration of the Biodiversity Day, using it as a tool for public awareness rising (section 3.3).

Beneficiary (here defined as MoE, NPB):

· Ensure continued administration of the www.dal.lv (section 3.3);

· Facilitation of the “Biodiversity Implementation Plan. Implementation of NATURA 2000 Requirements in Latvia”, e.g. – establish system for monitoring of the effect of management and establish a database on management methods; - review the monitoring sub-programme of the Biological diversity and ensure full compliance with the HD and foresee close cooperation with the environmental monitoring system and ensure direct entering of monitoring data into a common data base for the reporting requirements; - elaborate the management plan for NATURA 2000 sites, including a clear definition of the favourable conservation status and elaborate and coordinate with cooperation partners a strategy for implementing management of habitats situated in protected territories without own administrations; 

· Prioritise further teambuilding workshops (section 3.2)

· Participate in the PA activities (section 3.3);

· Together with the NPD define division of responsibility between NPD and NPB (more) strictly, and avoid all duplication of effort (section 3.1);

· Together with the NPD define and implement routines of regular communication between NPD and NPB (section 3.1);

· Define and implement routines of internal communication in NPB (section 3.1);

· Elaborate internal annual training program, to further build capacity and cope with staff turn over. Use colleagues as teachers (section 3.2).

General recommendations:

· To organise regular info exchange meetings between ongoing projects to ensure coordination and cooperation;

· To organise regular meetings in future project teams to ensure information exchange and to contribute to the team building.

9
Lessons learned

It has proved important that all expatriate experts had national counterparts in the same field, ensuring also sufficient time resources to receive inputs provided. The project design was adequate in the sense that local and expatriate assistance was ensured in all project components. 

The project kick-off workshop with the beneficiary was very important to the task division and final definition of the needs and wishes. The LFA should have been reviewed and discussed even more detailed to ensure a common understanding of the defined outputs and activities. 

To ensure regular communication within the Project and between the Project, the NPD and the NPB and several groups were established, like:

· Project Steering Committee (PSC), consisting of representatives from different MoE departments (NPD, ID, LD, DEPA coordinator) and the NPB, and chaired by the Deputy State Secretary;

· Project Management Unit (PMU), consisting of the Project Managers – both LV and expatriate, Deputy Director of the NPD and deputy Director of the NPB;

· Project Management Group (PMG), consisting of the project experts and managers.  

The meetings of the PSC took place on quarterly basis. The PSC did mainly approve the Progress Reports. 

The meetings of the PMU were organised on monthly basis and the communication between the Project and the beneficiary was significantly improved through those meetings.

The meetings of the PMG were organised on weekly/fortnight basis and were contributing to the good communication between the project management and experts. The project team appreciated those meetings very much as well as the team building and good working atmosphere were improved through those meetings. 

High priority tasks given by the MoE to the NPB have caused a situation where it has been almost impossible for the NPB to deliver input (e.g. training sessions, elaboration of the BIP) due to the overload of the tasks. No more than 1 – 2 training sessions per month should be planned. 

The success of the training is not only dependent on well planned programmes based on training needs assessments, but also of the motivation of the participants, their possibilities and priorities of tasks. 

On the average 1.7 training activities per month were organised. It is too many additionally to other activities, in which the NPB was forced to participate. 

As for a new organisation, it was difficult for the NPB to define their needs and wishes regarding training activities. Only now, after one year of working, the managers of the NPB are able to define and assess their need for training. 







� The project kick – off seminar on 24 October 2001. Decisions from the seminar were approved by the PSC and DANCEE within terms of the Inception Report. 


� The project repeatedly addressed these changes and their consequences in progress reporting, subsequently approved by the PSC and DANCEE


� The recommendations as to the monitoring of BDAP implementation are included in the BIP








� Approved within terms of the Inception Report


� Approved within terms of the Inception Report


� Approved in terms of the 1st Progress Report


� Carl Bro AS daughter Company Carl Bro Latvia Ltd. provided secretarial assistance to the project during September 2001
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