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I. INTRODUCT ION

1. The Regiona) Activity Centre for Mediterranean Specially Protected Areas (RAC/SPA) was
established in Tunis in 1985 to facilitate implementation of the provisions of the Protocol
concerning Specially Protected Areas. The Protocol was adopted in Geneva in 1982 under the terms
of the Convention for the Protection of the Mediterranean Sea against Pollution (see annex I for a
summary of the events leading up to the approval of this project).

2. The Tong term objective of the Centre and of this project is “to help promote the
development of a network of protected marine and coastal areas and to encourage regional
cooperation in this field ..%. The short term objectives are to collect and analyze information
on Mediterranean protected areas; to facilitate the exchange of information on national efforts
related to marine and coastal protected areas; to assist governments in implementation of the
protocol; to cooperate with other elements of the Mediterranean Action Plan; to organize training
and to stimulate additional investment for the establishment of priority protected areas. It is
assumed that an additional, although unstated, objective was to strengthen institutions and
capabilities related to protected areas in Tunisia. The 1985 Genoa Declaration of the Contracting
Parties amplified the objectives by establishing specific targets for the creation of additional
protected areas of both natural and historic interest (see annex II for a complete statement of
the objectives of the project).

3. In 1981 at their meeting in Cannes the Contracting Parties decided that the regional
activity centres should operate as "national institutions with (a) regional role assigned to them
by the Contracting Parties” and defined some of the conditions relating to their funding and
staffing. That decision has had an impact on the establishment and operation of RAC/SPA.

4. The project document for the support of the Centre was first drafted early in 1983 and
finally signed in September, 1984. A subsidiary agreement with IUCN to provide essential
scientific and technical support was signed in March, 1985. April, 1985 can be considered as the
effective starting date for the scheduling of inputs and activities (see annex III for details of
Project Documents and their Revisions and Agreements with IUCN).

5. This independent, in-depth evaluation has been undertaken to ascertain if the Centre which
the project supports is satisfactorily meeting the requirements of the Specially Protected Areas
Protocol (see annex IV for terms of reference for the evaluation).

6. In making this evaluation, meetings were held in Nairobi with officials of the Enviromment
~ Fund, OCA/PAC and the Follow-up and Evaluation Unit, in Gland with the International Union for the
Conservation of Nature (IUCN), in Athens with officers of the Coordinating Unit for the
Mediterranean Action Plan (MEDU) and in Tunis with the Director and staff of RAC/SPA (see Annex IV
for itinerary for the mission and list of persons interviewed). Reports of the Centre (see Annex V
for list), correspondence files at Nairobi, Gland, Athens and -the Centre, publications and other
relevant documents were reviewed.




II. CONCLUS TONS

1. A summary of the conclusions of the evaluation follows.

(i) The broad concept of the project responds appropriately to the Specially Protected
Areas Protocol and to the expressed needs of the countries of the region. Considering the short
period during which it has been in active operation and its very small staff, its accomplishments
to date are remarkable. The tasks with which RAC/SPA has been charged will require a long-term
programme to accomplish. Subject to the recommendations that follow, the Centre should continue
to operate within the foreseeable future.

(i) WMot enough attention was given to the process of establishing RAC/SPA. It took an -
inordinate length of time to do so; the responsibilities of the several partners in the activity
were not defined with sufficient clarity and detail; and the early operations of the Centre were
not monitored closely enough. (See paras. 10, 11, 25-28, 33, 34, 36; Annex I, paras. 1-8; and
Annex VI, paras. 6-8).

(iii) IuCN's provision of scientific advice as a contribution to the definition of the
Centre's objectives and the development of its work prograwe has been invaluable and
indispensable. The arrangements made by IUCN for the services of scientific staff and for their
technical supervision have been fully satisfactory. Without IUCN's collaboration nothing would
have been accomplished. (See Annex I, paras. 6-7; Annex III, paras. 6-9).

(iv) The Centre provides Tunis with an opportunity to enhance its international prestige
in respect of marine science and conservation, but the Tunisian contribution to RAC/SPAS has been
limited and unsatisfactory. Not enough time and attention have been given to day-to-day direction
of its activities; local administrative support has been inadequate. (See paras. 27-31; 37, 38,
41; Annex VI, paras. 6-8; Annex VIII).

(v) UNEP's procedures for administration of the project, which clearly affect the
operation of the Centre, are time consuming and expensive: too many de facto responsibility
centres are involved. (See para. 35).

(vi) The Project Document and Revisions, particularly those parts relating to outputs
and work plans, were not prepared with sufficient care. Because of internal inconsistencies, they

do not constitute a complete and readily understandable basis for evaluation. (See paras. 42-48).

(vii) In view of the delay in getting the project underway, it is understandable that not
all the areas of proposed activity have been tackled. Little effort has been devoted so far to
developing cooperation with MEDPOL, sending missions to countries to assist in the selection,
establishment and management of protected areas, or to the broad fields of education, training,
information and communication. (See paras. 20, 21, 22; Annex VI, paras. 25-34).

(viii) The use to be made of publications resulting from the Centre's work has not been
carefully considered nor have precise plans been made for translation and distribution of
publications. (See paras. 13-16; Annex VI, paras. 10-18).

III. RECOMMENDATIONS -

8. Eleven recommendations which refer specifically to the operation of RAC/SPA are followed by
three which are made as a consequence of thefiwinsuithnspocttomlsmbutanalsoofm
general application.

Recommendations Specific to RAC/SPA

(i) The objectives of the project should be amended by adding the folloying: “to
strengthen national institutions and capabilities in the host country through transfer of
technology, training and active involvement in large-scale regional activities.”
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(ii) The Government of Tunisia should be given all possible encouragement and support in
stepping up its contributions to the operation of RAC/SPA, but the following actions should be
considered as conditions to be met if RAC/SPA is to continue to operate in Tunisia:

(a) The Tunisian authorities should be asked to nominate a qualified person who
would serve as a full time Director of RAC/SPA.

(b) The Tunisian authorities should be asked to up-grade the communications
services and make more space available to RAC/SPA.

(c) The Tunisian authorities should be asked to arrange immediately for appropriate
international status for the Centre‘s internationally recruited staff.

(iii) A Memorandum of Agreement containing a detailed and comprehensive statement of the
responsibilities of all the organizations and offices involved and reflecting the actions noted as
essential in Recommendation ii (a), (b) and (c) above should be drawn up immediately to cover the
operations of RAC/SPA. This should be drafted by MEDU, cleared by OCA/PAC and the Fund and signed
by the Minister of Foreign Affairs of Tunis and by MEDU as the agent of the Contracting Parties.

(iv) UNEP should give serious consideration to simplifying the administrative procedures
that govern the execution of the project. The most promising approach would likely be by
delegating responsibility for transferring funds between budget lines to MEDU.

(v) The capability of the Centre should be increased so that it may give increasing
emphasis to those elements of the work programme that have not yet received significant attention
(see Conclusion 7. above). This is most important if a serious effort is to be made to support
countries in reaching the targets set out in the Genoa Declaration. This will require increasing
the funds available so that at least all planned full-time positions may be filled, and several
medium term consultancies arranged.

(vi) As a matter of urgency, MEDU, in collaboration with officers of RAC/SPA, should
draw up a comprehensive, well considered plan for the production and distribution of publications,
including those such as the Directory and the popular booklet that are now close to the end of the
pipeline.

(vii) IUCN's role in providing scientific advice and support should continue, but a
determined effort should be made to arrange that an increasing share of the scientific and

technical work be undertaken by nationals of countries from developing countries in the Region.
(viii) The project and the Centre should be evaluated again in 199). Particular attention

should be given to assessing the effects of implementing the recommendations of this evaluation
and to evaluating progress in reaching the Genoa Declaration Targets, which are for 1995.

General Recommendations

(i) The establishment of any new institution requiring the support of the Environment
Fund or a Trust Fund administered by UNEP should be the subject of a Memorandum of Agreement which
would carefully detail the responsibilities of all the partners. '

(ii) ODuring their first year of _peration, institutions established with the support of
a UNEP-administered Fund should be visited at least twice by missions to ensure that emerging
problems are detected and resolved and that appropriate administrative procedures are being
followed.

(iii) Project documents should be prepared with greater care and consistency; work
programmes should be realistically scheduled. A project document should record the date of
preparation and the name of the person who prepared it.




IV. ANALYSIS

9. Information which provides the basis for the following analysis of performance and
assessment of achievements appears in Amnex VI: Scheduling of Inputs and Activities and

Production of Outputs; Annex VII: Costs; and Annex VIII: Staff.

(1) Effectiveness and Impact

10. The concept of a protected areas network would have had greater impact, if the lead time
for the establishment of the Centre had been shorter and the momentum generated at the 1977
Expert's Meeting on Mediterranean Marine Parks and Wetlands maintained. In fact, it was seven
years after that meeting that the project document was signed. It was late in 1965, more than
another year later, before RAC/SPA could be considered operational. Why should there have been
such delay? It may have been mainly because the concept is a new one and the countries involved
have significantly different characteristics and traditions. Never before had there been a forwal
international agreement to cooperate in the establishment and management of protected areas
primarily through the mechanism of a national centre with an international role. Some of the delay
was probably inevitable. The sequence of five intergovernmental meetings which were required
before the Protocol could finally be adopted took place between 1979 and 1982 and could scarcely
have been accelerated. But the delay that occurred during the latter part of the preparatory phase
might have been reduced. Arrangements for the establishment of the Centre were already the subject
of correspondence between UNEP and the Tunisian authorities in 1981, and one can only conclude
that the passage of over three years between formal approval of the concept at the
intergovernmental level and signing of the project document indicates that the matter was not
given sufficiently high priority by UNEP or the Tunisfian authorities during that period.

1n. The delay in finally getting the project prepared and signed was followed by further delays
in its implementation (dealt with in the section on Efficiency, below). As a result, RAC/SPA's
substantive activities got under way slowly and there has not yet been time for their
effectiveness and impact to be fully felt.

12. In general terms, RAC/SPA's activities have included the collection and dissemination of
information; arrangements for intergovernmental and expert consultations; undertaking research and
investigation, promotion and extension work and training. Indicators of the effectiveness and
impact of those activities include, as concrete outputs, publications and a data bank, and, as
outputs that may be less tangible and therefore less easy to assess, the consequences of
consultations and training and the beneficial results of the process of accumulating information
and preparing documents for publication.

Publications

13. Several publications were planned. These were (1) Criteria, Methods and Guidelines for the
Selection, Establishment and Management of Marine and Coastal Protected Areas in the
Mediterranean, (2) a Directory of Specially Protected Areas in the Mediterranean, (3) a popular
booklet on the SPA Centre and programme and (4) separate publications on the results of five case
studies.

14. A bilingua) booklet on the Guidelines and Criteria was published in an edition of 500
copies by RAC/SPA in December, 1987. It is adequate for its purposes but the English part lacks
the foreword and introduction which appear in French. During the course of its preparation the
text was reviewed by an informal group of experts drawn from throughout the region and by the
national focal points on Specially Protected Areas at their meeting in June, 1987; it was also
noted by the meeting of Contracting Parties held in September, 1987. Circulation within the
network -has led to requests for additional copies and has probably had something to do with recent
requests for country missions by the scientific expert to advise on practical application of the
guidelines. The demand for the booklet already exceeds the supply.

15.  Publication of the Directory has been long delayed, to a significant extent because the
countries of the region have not been prompt in submitting their contributions and corrections to
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the draft. The content, which is now virtually in final form, is excellent. RAC/SPA plans to
publish the English version, complete with indicative maps, in September 1988 and the French in
March, 1989. A cowbined run of 500 to 1000 copies was mentioned. Budgetary provision is $ 4500: a
simple, unillustrated format is planned. This will be adequate for the use of bureaucrats and
biologists, but given the growing popularity of tourism to natural and cultural sites, the
attractiveness of many such sites in the region and the easy access from the major population
centres of Europe, the possibility of a publication that would serve the needs of a wider audience
should be considered. Preparation of the Directory has been a useful process apart from its
concrete result in that it has involved interaction between the Centre and the national focal

points and through that process has heightened awareness and stimulated new thinking.

16. Publication of the popular booklet has been delayed until all the data required for the
Directory have been accumulated. This has been the case only during the last few months. The
booklet has been characterized as something to engage the interest of decision makers and extend
understanding of the SPA Centre and its programme among interested persons in the region. It will
have colour illustrations and although it will have fewer pages the format will be comparable to
the booklet The Mediterranean Action Plan, issued by OCA/PAC and MEDU in September, 1985. The
French text and illustrations are ready and while the source of funds’ for publication is not
clear, MEDU hopes to publish 3000 copies of a French edition in September, 1988. An English text
can be available by March, 1989, but plans for its publication are not well advanced. It seems
reasonable to expect that this publication will have a beneficial impact, but if that is to be so
it wil) be necessary to draw up a detailed plan for the distribution of both language versions.

Data Base

1. Basic to all RAC/SPAs other activities has been the establishment of a data base on
existing protected areas, which is to be up-dated from time to time and expanded to include a
bibliography, information on proposed and potential protected areas and a list of experts. The
data base on existing protected areas and the bibliography are on diskettes and are readily
available. The network of experts exists and has already done good work in support of the Centre's
programme.

Research

18. Mission oriented research, undertaken in the first instance to complement the Guidelines
but clearly also of broader usefulness, has taken the form of five case studies the results of
which were made available as working documents for the meeting of national focal points in 1987.
The research was of good quality; the results should be published in a form that would make them
more broadly and readily available.

Consultations

19. Consultations organized by RAC/SPA have had to do with preparation of the Guidelines - an
expert group dealt with that topic in January, 1987- and the conservation of monk seals - an
expert meeting was convened in January, 1988. The consultation on the Guidelines was most useful
and, as noted, the Guidelines have been published. As a result of some carelessness in the
invitation procedure, the results of the monk seal consultation have not been well accepted. This
is unfortunate since they seem to be unexceptionable in substantive terms. This difficulty will
have to be overcome by careful diplomacy. '

Technical Assistance

20. Country missions for the provision of technical assistance have just begun. In view of the
general delay in getting the project underway, they could not have been expected to start sooner.

It is too soon to assess the results of this work but it is clear that it is‘already being well
received.
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Education, Training, Information and Communication

21. Activities in the fields of education, training, information and communication are, with
the exception of the Newsletter, too little developed to warrant comment other than to repeat what

has already been noted, namely that delay in establishing effective direction and administration

of the Centre has delayed implementation of its substantive programme. The Newsletter is a worthy
first effort and can be expected to improve.

22. Ultimately it is the establishment of additional, high priority protected areas in the
countries of the Mediterranean region and the quality of their management that will indicate the
effectiveness and reflect the impact of the Centre, and of this project. Given the limited staff
that has been available to RAC/SPA and the time that can be expected to pass before assistance to
governments is reflected in governmental action, it is still too soon for any such indications to
be apparent. If the Centre can at least keep up its present pace of activity, it would be
reasonable to look for such indications about four years from now.

(2) Relevance of the Project

23. The concept of the project and the broad lines of its design respond well to the
requirements of the SPA Protocol. There is a clear line of descent from the requirements stated or
implicit in the articles of the Protocol, through the draft list of activities proposed for
RAC/SPA by IUCN, to the objectives of the project as drafted in 1983 and agreed in 1984,

24. The Genoa Declaration of 1985, with its unequivocal statement of ambitious goals for the
establishment of protected areas, provided a clear reaffirmation of the relevance of the SPA
programme. This arose, of course, from the ever more widely held realization that increasing
population growth and development in the Mediterranean littora) demand greater efforts to conserve
the natural and cultural heritage of the region. This theme continues to be reiterated in a
broader context in such documents as the Report of the World Cosmission on Environment and
Development and the Environmental Perspective to the Year 2000 and Beyond, and in publications of
wider appeal as well as in the popular press and on radio and television.

(3) Efficiency

25. Delay and lack of efficiency have characterized the project throughout its life and during
the period when it was being prepared.

26. The preparatory phase of RAC/SPA lasted for eight years, from 1977 through 1984,
overlapping for almost two years with the period during which the project document was being
drafted and negotiated. 1 April, 1985, just after the project document was finally signed, should
be considered as the effective starting date for the schedule of inputs and activities. From then,
despite the length of time during which the Centre and its requirements and activities had already
been the subject of consideration, it took almost a year for staff and equipment to be put in
place. Such an unusual delay should have been taken as a signal of possible difficulties in
implementation.

21. Because appropriate arrangements were not made by the Tunisian authorities, administrative
functions in support of RAC/SPA were performed by the UNDP office in Tunis until the end of 1987.
UNDP held the funds which were transmitted to it for operation of the Centre, placed orders and
made disbursements on its behalf and provided the necessary statements of account. This was an
irregular procedure which was never covered by any formal agreement. UNDP was dissatisfied with
the situation but nevertheless continued to provide the services which were necessary for the
Centre to function.

. 28. Equipment and supplies came to hand slowly during 1985 and part of 1986. For fear of making

a mistake, there was, and apparently still is, some reluctance to be prompt in ordering needed
materials and supplies, e.g., library books. On a more positive note, and credit is due in this
respect, there is no evidence whatever of mis-spending or over-spending.




