Caribbean and Gulf of Mexico Electronic Chart Implementation Project:

Review of Selected Financing and Partnership Opportunities

EXECUTIVE SUMMARY

The Caribbean and Gulf of Mexico Electronic Chart Implementation Project is an initiative to strengthen the capacity for production and use of electronic charting and other nautical chart products in the Caribbean and Gulf of Mexico region. The Project’s stated goals include:

· Facilitating the production and use of official electronic chart data;

· Increasing awareness of the benefits of using official electronic chart data; and

· Establishing an electronic chart data distribution network among regional HOs. 

Considering the high capital cost of hydrographic work, achieving these objectives depends not only on the organizational and management capacities of the participating Hydrographic Offices (HOs), but also on their ability to reach out and establish new partnerships in an effort to access additional financing resources. Respectively, the purpose of this review is to inform the Caribbean and Gulf of Mexico Hydrographic Commission (CGMHC) about opportunities and underlying requirements for accessing selected conservation and development financing sources.  

Traditionally associated with national security and maritime trade, hydrographic activities are primarily financed by government budget allocations and through naval bilateral cooperation. More recently, HOs have looked into adopting business models and placing their operations on a market basis. The growing base of non-traditional hydrographic products and users over the last decade has now opened an opportunity for accessing other sources of supplemental financing.  This includes international development assistance from both bilateral and multilateral sources such as the Global Environmental Facility (GEF), the Multilateral Development Banks (MDBs), the United Nations Development and Environment Programs (UNDP and UNEP), and the European Commission (EC).  Importantly, projects in the Red Sea and the Gulf of Aden, the South America East coast, and Southeastern Asia have already set precedents for multilateral financing of hydrographic capacity building, particularly as related to the development of electronic marine information infrastructure. The challenge facing the CGMHC will be to adapt and apply the lessons from those projects to the specific circumstances of the Caribbean and Gulf of Mexico region.

Over the last decade there has also been a gradual shift in the development community priorities, whereby most bilateral and multilateral donors now focus their policies/programs on poverty reduction. Rather than conservation, their environmental portfolios now emphasize sustainable management of natural resources with a special focus on promoting the ecosystem approach. Importantly, there is a growing emphasis on pursuing environmental objectives within sectoral initiatives (such as transportation and tourism), as well as on addressing global environmental problems by focusing on local needs. Placed in the hydrographic capacity-building context, these trends mean even stiffer competition and more complex prerequisites for accessing practically the same development financing pool, but also a much better opportunity for advantageous positioning of the hydrographic agenda. This is particularly true in a region like the Caribbean and the Gulf of Mexico -- a marine biodiversity hotspot that is vulnerable to climate change and in which marine transportation and marine eco-tourism are key to any initiative for boosting economic growth and poverty alleviation.

Cognizant of these factors, this review highlights a number of specific project development and financing alternatives that the CGMHC could consider in the context of the Caribbean and Gulf of Mexico Electronic Chart Implementation Project. It also points to the need for taking on some flexible approaches and for committing to a concerted effort in creating an enabling environment for capitalizing on those alternatives:

TARGETING PRODUCT AND USER BASES
Accessing assistance beyond already existing channels is contingent on the CGMHC community’s willingness to be flexible in accommodating alternative uses of hydrographic information and to commit to concrete deliverables.  

There is a wealth of opportunities for the HOs in the region to consider synergies in accommodating an expanded product and user base while pursuing ENC production. At the very minimum this requires working to further develop ways for portraying environmental information and protected areas on nautical charts.  Ideally, it should involve integrating hydrographic base layers into marine GIS and environmental information management systems that support habitat and natural resource identification, protection, and sustainable management as well as area delimitation and vulnerability reduction.

CONSOLIDATION OF INITIATIVES 

As a matter of priority, the number of hydrographic capacity building initiatives now initiated in the region should be brought into a single coherent framework for advancing the hydrographic agenda.  

Initiatives such as COCATRAM, Escalera Nautica, Plan Puebla-Panama, and the Caribbean Marine Electronic Highway, signal the existence of an objective need for strengthening the hydrographic capacity in the region. Unless they are brought within a single programmatic framework, however, the proliferation of these same initiatives could only yield a counterproductive competition for what is already a limited pool of attention and resources. 

To be sure, the objective is not to combine all initiatives in a mega-project but to offer a logical programmatic framework within which individual projects could be presented as mutually complimentary (rather than duplicative) and well-coordinated (rather than competitive and ad hoc) initiatives.  Though set at the regional level, this framework should be modular and country-driven in its nature.

REACHING OUT 

At both national and sub-national levels, the HOs should consider proactively reaching out to counterparts in relevant government sectors (environment sector, in particular), the non-governmental (NGO) and scientific communities, and, most importantly, the relevant donors’ national/local points of contact. The CGMHC needs to complement these efforts at the regional level. 

For the CGMHC to successfully reach beyond its established assistance channels, it will have to actively promote its objectives, pursue new partners, accommodate external needs as appropriate, and work to shape national and regional agendas to its own advantage. Among other things, this would require frequent visits to counterparts in relevant sectoral ministries and, in particular, the ministry of environment, establishing connections with the NGO community, proactively seeking collaboration with oceanographic and other marine scientific communities, etc.
DONOR FUNDING AND EXISTING WINDOWS OF OPPORTUNITY

In the CGMHC context, bilateral assistance continues to be the most viable option for supporting regional hydrographic capacity building and both recipients and donors would need to re-examine their priorities as well as existing opportunities.   

Bilateral donors – CGMHC members as well as others – continue to be the most attractive financing option both in terms of level of access and in terms of funding volume and availability. Thus, at this point, alternative financing opportunities have to be viewed as complementing rather then substituting the HOs’ traditional assistance channels. Incidental opportunities aside, it is unrealistic to expect that the HOs could respond to the prerequisites for accessing multilateral donor financing overnight. 

Multilateral financing windows are available and should be actively pursed both in terms of new project development and in terms of opportunities for working on components within larger project/program umbrellas.

In the immediate-to-short term (see Attachment):

· The proposed GEF Gulf of Honduras project offers an immediate window of opportunity. High priority should be given to working with the Interamerican Development Bank (IADB) and other project counterparts at both country and regional levels to pursue the Electronic Chart Implementation initiative’s objectives within this project development framework.

· Consideration should also be given to the COCATRAM initiative that holds a similar potential both in terms of offering an immediate project development opportunity within the Plan Puebla-Panama framework and in terms of offering an already established process on which one could build upon in the future.

· A parallel attempt could be made to reach out to the IOCARIBE’s Gulf of Mexico Large Marine Ecosystem project proponents.

In the short-to-medium term: 

· The CGMHC could consider investing time and resources to develop a GEF Medium-size project ($0.5 - 0.7mil. range). In turn this would entail concerted country and regional efforts to get on the UNDP’s and, possibly, the World Bank’s agendas as GEF Implementation Agencies. 

· The CGMHC would also need to focus on the Plan Puebla-Panama regardless of the outcome of the COCATRAM initiative as well as make efforts to enter the Mesoamerican Biological Corridor umbrella initiative.

· Mindful of the priority targets outlined at the Johannesburg Summit, the CGMHC would also need to examine its potential for supporting the rehabilitation and sustainable management of fish stocks (e.g. using hydrographic data for habitat mapping).
In addition to focusing on UNDP, the World Bank, and IADB, the CGMHC might also wish to keep an open mind and reach out more actively to partners such as the UNEP, the International Oceanographic Commission (IOC), and the World Conservation Union (IUCN). This becomes especially important in the context of targeting initiatives such as the Mesoamerican Biological Corridor marine components and, in particular, the Corridor’s regional environmental information system.  

NEXT STEPS:

The CGMHC should consider forming a working group with the mandate to examine in greater depth the available options and associated opportunity cost, and to take on specific steps as appropriate.
ATTACHMENT 

The GEF

The GEF is a multilaterally supported financial mechanism for providing new and additional grant and concessionary funding to eligible developing countries for meeting the agreed incremental costs of measures that achieve agreed global environmental benefits in what have now effectively become six Focal Areas: climate change; biodiversity; international waters; replacing ozone depleting chemicals; persistent organic pollutants (POPs); and land degradation (desertification and deforestation). 

The GEF has multiple funding windows that offer grants ranging from up to $50,000 to over $1,000,000 to cover the cost of activities for achieving global environmental benefits that governments would not otherwise have an incentive to invest in (costs associated with achieving national objectives and obtaining national benefits must be covered by other sources). Two of those funding windows could also be of relevance in the CGMHC context: 

· Medium Size Project Grants (MSGs) of up to $750,000 (usually in the $500,000 range).

· Full Size Project Grants of over $1,000,000 (usually in the $3 - $4 million range). 

The GEF also provides project preparation grants (PDFs) that, depending on the project size, could range from up to $25,000 to over a million.  

GEF-related initiatives

Project Name
Region/ Country
Status

Conservation and Sustainable Use of the Mesoamerican Barrier Reef System Project (MBRS)
Central America
Project implementation

Environmental Protection and Maritime Transport Pollution Control of the Gulf of Honduras 
Honduras, Guatemala, Belize
PDF-B approved: Project development

A transboundary diagnostic analysis and strategic action Programme for the Gulf of Mexico Large Marine Ecosystem (GMLME)
Cuba and Mexico
Project Concept cleared:

PDF-B not yet approved 

The first two projects are complementing initiatives under the Mesoamerican Biological Corridor (MBC) programmatic umbrella, with the first focusing on biodiversity and MPA management, while the second is geared towards the environmental aspects of marine transportation. The MBC is envisioned as a system integrating conservation and sustainable use for biodiversity within the framework of economic development priorities of Belize, Costa Rica, Guatemala, El Salvador, Honduras, Mexico, Nicaragua, and Panama. The Mesoamerican Barrier Reef System Project (MBRS) is designed as a first phase of a long-term program to achieve a series of ecosystem management, capacity building, and regional policy strengthening. Specifically, the MBRS aims to assist the countries of Mexico, Belize, Guatemala and Honduras to strengthen and coordinate national policies, regulations, and institutional arrangements for marine ecosystem conservation and sustainable use, with a particular focus on transboundary issues. 

The objective of the Gulf of Honduras Project is to enhance the control and prevention of shipping–related pollution in the major ports, navigation routes, and adjacent coastal and marine areas within the Gulf of Honduras. Among other things, project objectives include: 

· enhancement of the long-term capacity (including equipment) and transboundary collaboration for the collection and management of marine environmental information as a component of the MBRS environmental information system (including bathymetry, oceanographic current, etc.); and

· development of a regional strategic action program to enhance the navigation safety in major shipping lanes as well as an oil and chemical spill contingency plan for the Gulf of Honduras (including studies for a satellite-based and/or terrestrial electronic marine information infrastructure).
Finally, the IOCARIBE’s
 Transboundary Diagnostic Analysis and Strategic Action Programme for the Gulf of Mexico Large Marine Ecosystem (GOMLME) Project aims at building the capacity and initiating government and institutional arrangements for planning and implementing region-wide efforts to address priority ecosystem and environmental problem areas in GOMLME (habitat loss, management of living resources, and land-based pollution sources). 

Regional Hydrographic Capacity Building Initiatives

COCATRAM and Plan Puebla-Panama:
Since 2000, the Central American Commission for Marine Transportation (COCATRAM) has been promoting a comprehensive initiative aimed at the creation of Regional Hydrographic Center to serve the hydrographic needs of Costa Rica, Guatemala, El Salvador, Honduras, Nicaragua, and Panama.  The project focuses exclusively on hydrographic capacity building with a strong emphasis on electronic data transfer and ENC production. 

Efforts continue to position the COCATRAM project within the Puebla-Panama Plan (PPP) initiative -- a strategic regional political and economic integration initiative championed by the Mexican Administration that, among other things, aims to spur regional economic development and open markets by significantly improving the Central America land and marine transportation infrastructure.  A place in the PPP project basket means capitalizing on the PPP political momentum and high visibility to both donor and national decision-makers. Some of the already identified projects may also merit the CGMHC attention as potential opportunities for advancing ENC and EC development namely, the Hydrometeorological Information for Competitiveness project, the Development of Integrated Tourism Routes in the Mesoamerican Region and the Ecotourism projects as well as the Support for Natural Resource Management project.

� IOCARIBE is the Sub-commission for the Caribbean and adjacent regions of the International Oceanographic Commission (IOC).  See � HYPERLINK "http://www.ioc.unesco.org/iocaribe" �www.ioc.unesco.org/iocaribe� 


� See � HYPERLINK "http://www.iadb.org/ppp/project/listProjectsGeneral.asp" ��http://www.iadb.org/ppp/project/listProjectsGeneral.asp� 
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