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SUSTAINABLE FINANCING AND BUSINESS PLANNING FOR PROTECTED AREAS:

Examples from The Greater Virunga Landscape and Madagascar

The Africa Biodiversity Collaborative Group (ABCG) and the Conservation Finance Alliance (CFA) held a 
9 June 2005 Meeting to: 1) learn from examples of economic valuation of biodiversity; 2) explore why and how to implement a process of sustainable financing for protected areas; 3) understand the linkages between protected area management and business planning; and 4) discuss why to do business planning and how to use it for protected areas.  Presenters discussed “How Much Are Uganda's Forests Worth?”, presented case studies on business planning in  Rwenzori National Park in Uganda and of sustainable financing of protected areas in Madagascar, and described how the management costs for Site de Conservation in Madagascar are being determined.  A roundtable discussion focused on presenting examples of other projects such as WWF’s Large Conservation Management Program (LCMP) and the International Gorilla Conservation Programme's (IGCP) Study on The Economic Value of the Virunga and Bwindi Mountain Gorilla Protected Forests.  To view the presentations, reference list and key weblinks, see: www.abcg.org; or go directly to: http://www.frameweb.org/ev.php?ID=12249_201&ID2=DO_TOPIC
KEY ISSUES
Economic valuation of biodiversity:  A case study in Uganda


There is often a problem that people do not see value or take for granted the value of protected areas.  There is a need to show governments that protected areas are not potentially free land for private investors and that forest and wildlife reserves should not be de-gazetted.  There are increased pressures to de-gazette less valuable protected areas, particularly in Uganda. People around protected areas often benefit from the resources and environmental services such as watershed protection.  Direct and indirect benefits must be shown and a link must be made between conservation and its role in alleviating poverty.  National accounts currently only value the mainstream trade from forests.  Budget planning processes do not value hidden benefits to the local and national economy. There is a need to show the importance of forests to economic growth and development.  It must be demonstrated that forests are important in the livelihoods of many rural people and a more sustainable and integrated approach to forest management must be developed.  Policy and budgetary processes should be influenced and changed.  
To show forest values, the Wildlife Conservation Society and partners selected four study sites in different forest types in Uganda.  Households were surveyed and secondary data was evaluated in order to determine income.  Forest goods in all forests tended to be consumed in the home.  In percentage terms the poorest households derived significantly more income from forests than the wealthier categories.  This was a strong indicator of the economic reliance that poor people have on forests.  Other direct values in the study area were tourism, timber revenues, and forage values.  Ecosystem values included: 1) water; 2) soil fertility; 3) carbon sequestration; and 4) biodiversity.   The study resulted in local, national and international policy recommendations.  Forest values should be linked to business planning.  See:  http://www.frameweb.org/ev.php?ID=12330_201&ID2=DO_TOPIC
Business planning for protected areas:  A case study of Rwenzori National Park, Uganda 
At the World Parks Congress in 2003, the Director of Uganda Wildlife Authority (UWA) requested that a business planning exercise be carried out in Rwenzori National Park in order to: 1) Help UWA analyze the true costs of doing business; 2) Better associate costs with implementation of general management plan; 3) Stimulate UWA to think long term about the financial aspects of park management; 4) Identify funding gaps and their impacts; and 5) Develop strategies for filling funding gaps (revenue generation).
Activities included determining income and expenditures, conducting a cost analysis, suggesting funding scenarios (actuals verses optimal), exploring revenue options such as ecotourism, environmental services such as water, branding and tie-ins, and developing partnerships.  Next steps include standardizing financial reporting mechanisms within UWA to know the cost of doing business, developing standardized format for UWA business plans, working with UWA to begin exploring feasible revenue options for the Rwenzori and developing implementation plans, and undertaking business planning for the Greater Virunga Landscape parks – including the Democratic Republic of Congo.  The business plan can be used to demonstrate that that UWA and partners cannot afford not to save the forest ecosystems of Uganda.  See: http://www.frameweb.org/ev.php?ID=12333_201&ID2=DO_TOPIC
Sustainable financing:  A case study of protected areas in Madagascar
Madagascar President Marc Ravalomanana announced his “Durban Vision” at the World Parks Congress to triple protected area coverage to increase protected areas from 1.7 million ha to 6.0 million ha. The process has involved setting up the regulatory framework and institutions, consolidation and scaling-up, and mainstreaming and sustainability, such as sustainable financing.  A typology of financing instruments include: 1) special instruments such as trust funds, debts swaps; 2) tourism-related fees, concessions or taxes; 3) sector-based environmental fees; 4) ecological payments for environmental services; and 5) private sector investments.  A feasibility analysis was conducted to determine priorities.  A strategic framework looked at public funds and specific mechanisms such as trust funds, HPIC, and debt conversion.  Potential fees from the tourism sector were assessed (e.g. park fees, concessions, diving, and cruises as were taxes from extractive industries such as mining, oil, fisheries, and bioprospecting).  Private sector mobilization for grants or loans and environmental services from watersheds and carbon sequestration were also evaluated.  
In September 2001, the Malagasy Minister of Environment set up a Trust Fund “to contribute to the funding of biodiversity and protected areas conservation in Madagascar” which includes 7 members from the National Park Service (ANGAP),   Sustainable Financing Commission, banking, legal and private sectors, and, national and international NGOs.  Funding was secured from Conservation International, WWF, BMZ/KfW (Germany), the Malagasy Government, World Bank, and Global Environment Facility.  Contributions from the private sector are also being discussed.  Based on the experience in Madagascar to mobilize public financing for the environment, the following was found: Full costing of the environmental strategy remains to be completed and extended to take into account the implementation of the “Durban Vision”.  The treatment of the environmental sector in the government’s budget is not transparent and prevents effective reviews of public expenditure in the sector: 1) the relations between the budget and executing agencies of the environmental policy are not apparent; and 2) foreign-financed projects include large amounts of current expenditure that are recorded in investment under the current economic classification of expenditure.  Sustainable financing of the environment and biodiversity conservation should be treated as a global issue of public finance and budgetary policy, not an issue of tax policy.  Lessons learned include the role of : 1) Leadership – President, ministry of environment,  NGOs, and donors; 2) Environment sector, a multi-donor secretariat, and partnerships; 3) Formalizing the dialogue  on sustainable financing, with mandate from the minister of environment; 4) Collaboration between the ministry of finance and environment; 5) Developing economic justifications to “sell” / explain the environment to public finance ministries (e.g. biodiversity conservation contributes to poverty alleviation); 6) Developing proper costing projections – protected areas and foundation, early on; 7) Building one success first, then another… success breeds success.  See: http://www.frameweb.org/ev.php?ID=12335_201&ID2=DO_TOPIC
Estimating management costs:  A case study of “Site de Conservation” in Madagascar
What is the cost of tripling the protected area system in Madagascar?  Within a given country, the size of a protected area is the most important indicator of its cost (Balmford et al 2002, 2003).  The model developed estimation of the appropriate area to cost/area regression and the expected sizes of the future Site de Conservation in Madagascar.  Data was collected on: 1) the annual costs that ANGAP have budgeted for the next five years; 2) an analysis of ANGAP’s 2005 budget by activity; 3) modification for off-site or fixed administrative costs.   Administrative and site costs were divided into three categories: 1) those sites that will be managed or at least overseen nationally; 2) those that will be managed at the provincial or regional level, and 3) those that will be managed only at the local level.  Results for both high cost and low cost terrestrial and marine protected areas were analyzed.  The findings provide a range of costs with the higher range probable during start-up and early operating phases with decreases over time.  Marginal costs for newer Site de Conservation may prove higher as larger areas are unlikely to be available.  Marine protected areas, if all brought on line, will contribute significantly to costs. (The costs reported in the analysis do not include the existing ANGAP requirements – these are additional.)  Significant increase in annual conservation financing requirements that Madagascar and the global community need to be financed.  Final costs will be rationalized through the business planning process.  See: http://www.frameweb.org/ev.php?ID=12337_201&ID2=DO_TOPIC
Large Conservation Program Management: WWF’s efforts to operationalize sustainable ecoregion conservation programs
Large Conservation Program Management (LCPM) establishes a methodology and a tool set to take a program through planning, implementation and monitoring.  It pilots, trains, and enables the organization to not only understand the process but also to implement it on a large scale.  It defines sustainability in terms of conservation of biodiversity, financial, social/economic, and government and institutions.  This is achieved by testing the LCPM process through a set of pilot projects (e.g. Terai Arc and MesoAmerican reef, Madagascar foundation, and TRIDOM landscape), building capacity to scale up to and carry out highly complex, large-scale programs, rolling out the planning, execution and management of these programs, and learning to measure and monitor  performance and results.  See: http://www.frameweb.org/ev.php?ID=12362_201&ID2=DO_TOPIC
Economic value of forests:  A Case Study of the Virunga & Bwindi Mountain Gorilla Forests
A study was undertaken by the International Gorilla Conservation Programme (IGCP) to estimate the economic value of the protected forests, and the distribution of benefits and costs between local, national and international stakeholders.  Results suggested that the forests are generating positive benefits - both tangible and intangible - relative to costs; but that benefits are overwhelmingly accruing to the international community, with little-to-no benefit accruing to those countries containing the protected areas.  The implications are that the international community should be paying a greater share for the benefits it enjoys; and that the real engine of development - and sustainable forest conservation - is likely to involve investment into local small-holder agricultural livelihoods.  See: http://www.frameweb.org/ev.php?ID=12340_201&ID2=DO_TOPIC
Conservation finance: The role of the Global Environment Facility



The Global Environmental Facility (GEF) has played an important role in supporting conservation finance initiatives. In its early days, the GEF took a lead role in catalyzing some of the first Environmental Trust Funds by providing the bulk of financing for endowments. More recently, the GEF has moved away from funding endowments, preferring to pay for the technical and logistical costs of trust fund establishment.  UNEP, one of GEF’s three implementing agencies, currently boasts over a dozen conservation finance related projects under development in its portfolio including aproject in Africa’s Serengeti to create an ecosystem-wide environmental trust fund.  Conservation finance is expected to be an even greater priority in the next replenishment of the GEF. In addition to growing and diversifying its portfolio, the GEF wishes to support projects in geographic regions, particularly in Africa and Asia, where conservation finance is less well-known and practiced.  See: http://www.frameweb.org/ev.php?ID=12341_201&ID2=DO_TOPIC
ISSUES DISCUSSED 
Some key questions and issues raised during the meeting discussion included:
Business Planning

· Business planning can take much longer then anticipated.
· Park staff may meet business planning with resistance if they don’t understand why they are doing it, and if the initiative comes from headquarters and doesn’t seek their involvement throughout the process.  Staff must see connection in the field in order to realize income and allow for implementation of management plans.  Resistance often comes from the amount of work involved in business planning.

· There is an opportunity for fundraising and marketing to use business plans to communicate.

· Business planning for protected areas should go through the rigor of private sector business planning.

· Problems arise with business planning when allocating overall park system resources (e.g. resources that Park Headquarters provide especially when parks are expanding which changes the cost structure).

· Overheads (national and regional) are often a problem that protected area authorities struggle with.

· Economic assessments need to look at the threats to protected areas.  For example, small areas may have more pressures and may cost more to manage.  

· Altitude and elevation may also be a factor in management costs.

· There are costs and time associated with developing and maintaining community systems which will depend on the site.  

· Cost savings has been a result of business planning as redundancies are seen.  Also costs during different seasons can be determined.  Business planning should increase efficiency.

Standards for Protected Area Costs

· Is there a need for standards for costs of IUCN categories of protected areas?  What is the cost? What is involved?  Is there a need for universality in identifying these costs and charting of the accounting?

Dealing with Issues of Transparency

· There is often little transparency in the protected area budgeting process so a shift to activity accounting may help.  Core costs are often more difficult to assess.  

· Business planning can be used to help prevent corruption.
· Costs for Certified Public Accountants (CPAs) to do audits should be built in so have more transparency.

· The costs of NGO participation could be more transparent.
Role of Private/Public Sector Partnerships
· Private sector should be included early on in the business planning dialogue.
· Regarding business generating activities, it needs to be determined what are the business opportunities and to put market values on resources.  
· Help is needed to finance feasibility studies for the private sector.  The USAID Global Development Alliance is a potential source for feasibility studies as they promote public/private sector partnerships.
· Feasibility studies are needed on both sides as protected area authorities must understand what they are getting from the private sector.  There is a need to “measure the value” and not give away opportunities (e.g. concessions).  The true value of providing opportunities to the private sector must be understood.

· Working with private operators has limitations.  They will focus on specific activities but not general funding for protected areas.

· Private sector approaches could be used to teach park staff how to budget, to determine what are the revenues, and to develop exit strategies.

Need for Trust Funds in Areas of Political Instability 
· In unstable countries, conservation trust funds are needed to protect against political instability.  Protected areas need to know how much funds are needed each year.  Donors may pull out due to security issues.  There is a need to look at the whole picture.

Economic Evaluation 
· Valuation drives things.  There is a need to smooth revenue forecasting and pooling of revenues/profits across like places (country, region) so it is a source of leveraging.

· Using a rights-based approach is there more communications on the costs of protected areas and how to engage with communities?  Are there more opportunities for natural forest management by forest authorities, for example?

· How should the finding that wealthier households do not rely as heavily on natural resources be used?  If households have a higher standard of living can they be convinced to use natural resources more sustainably?

Role of Environmental Services
· What more should donors and NGOs do to move the discussion on environmental services?
· As the markets for environmental services evolves in the next 5-10 years will this be a viable exit strategy for donors?
NEXT STEPS

Case studies from Africa on business planning, economic valuation of biodiversity, and other sustainable financing mechanisms and examples are sought by the Conservation Finance Alliance for the Conservation Finance Guide.  Available on the Internet at: http://guide.conservationfinance.org in English and French.
Special thanks to:
Ray Victurine (WCS) for helping to plan the meeting, inviting speakers, and presenting at the meeting by giving specific examples of business planning from both the Albertine Rift and Madagascar.
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Meeting Organizers:

The Africa Biodiversity Collaborative Group (ABCG) comprises U.S.-based international NGOs with field-based activities in Africa. ABCG organizations include: African Wildlife Foundation, Conservation International, IUCN-The World Conservation Union, Wildlife Conservation Society, World Resources Institute, and World Wildlife Fund. ABCG explores emerging conservation issues, shares lessons learned, and seeks opportunities for collaboration. Recent issues explored by ABCG include: The Linkages between HIV/AIDS and Natural Resource Management; Conservation Enterprise Development in Africa, Human Rights and Conservation, etc.  ABCG has been funded by The John D. and Catherine T. MacArthur Foundation, The Critical Ecosystem Partnership Fund, and the U.S. Agency for International Development.  See: www.abcg.org. Contact: nancy.gelman@wwfus.org
The Conservation Finance Alliance (CFA) was established in February 2002 to encourage and enhance collaboration among institutions and organizations involved in the sustainable financing of biodiversity conservation. CFA promotes sufficient and sustainable funding for biodiversity conservation worldwide.  It catalyzes increased and sustainable public and private financing for biodiversity conservation to support the effective implementation of global commitments to conservation.  Current members of the CFA include: Conservation Development Centre, Conservation International, DANIDA- Royal Danish Ministry of Foreign Affairs, GTZ, IUCN- The World Conservation Union, KfW, National Parks and Conservation Association, The Nature Conservancy, Latin American and Caribbean Network of Environmental Funds, Price WaterhouseCoopers, The Royal Society for the Protection of Birds, Tropical Forest Conservation Act Secretariat-USAID, United Nations Development Programme, United Nations Environment Programme, United Nations Educational, Scientific and Cultural Organization - Man and the Biosphere Program, Wildlife Conservation Society, and WWF.  The World Bank is an associate member of CFA.  See: www.conservationfinance.org
ABCG/CFA
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