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A Rapid Appraisal of Selected GEF/SGP Projectsin the Eastern Caribbean.
14™ February 1998

Hoyd Homer

Context of this evaluation and limitations of the study.

TheGloba Environmenta Facility Smal Grants Programme (GEF/SGP) was launched in 1992 by UNDP.
The GEF/SGP provides grants of up to US$50,000 and other support to community- based groups and
non-governmenta organisations for activities that address local problems related to the GEF aress of

concern. The purpose of thisevauation isto review the performance of the programme especidly during the
period 1995-1997. Inthisreport, attention has been given to selected projectsin the Eastern Caribbeanthet
are under the jurisdiction of the GEF/SGP Coordinator based at UNDP Barbados.

There are 13 ongoing projects in the Eastern Caribbean distributed among eight idands (Appendix 1).
Projectsinfiveidands gpart from Barbados, were selected for Site visitsbased on the degree of completion,
geographic and loca socio-culturd differences, representation of GEF focd areas, and logidtical feasibility.
During January 1998 projectsin Grenada, St Kitts, Antigua, and Barbados were appraised by this author
through fied visits, discussion with some NGO and CBO members, saff at UNDP, members of the Project
Sdection Committee, and through review of in-house project files and GEF/SGP documentation.

Due to the timing and short vists imposed for fidd work as well aslogisticd arrangements, severd key
personsin some of the idands were not available and therefore a broad range of stakeholders could not be
interviewed. The time spent in the field was inadequate in severd cases, additiondly due to congtraints of
inter-idand trave.

Overview of the region.

There are 10 idand states and territories in the Eastern Caribbean served by the GEF/SGP office in
Barbados. This chain of idands are located between 11° and 19° North L atitude and between 59° and 65°
West Longitude. The distance between the two outermost idandsis approximately 1000 kilometres. These
idands range in size from 91 kn to 750 kn, with varied topography, geology, flora and fauna, and
relatively high coastal population densties. Table 1 provides a summary of sdected atitics for these
idands. Governance in these States is through Parliamentary democracy, essentialy based on the British
Westminister system. NGOs and CBOs are encouraged as partners in the development process, though
with varying degrees of success, epeciadly since community participation in decisonmaking a thelocd levd
isgenerdly dill initsinfancy in the Caribbean.
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Inter-idand trangportation and telecommunication are good and often reliable, however, they arerdatively
expendve in the Caribbean context and effective consultations are limited by budgetary redtrictions.

Although al of these idands share a common history of European colonisation, davery, and plantation
economies, there are many socio- culturd and politica differenceswhich have evolved over timeto impact
on the utilisation and rate of degradation of each Staters natura resources. Currently, the economy of some
of these idands is heavily dependent on tourism, while others are more dependent on banana or sugar
exports, with increasing reiance on tourism.

TABLE 1. STATISTICSON SELECTED CARIBBEAN COUNTRIES

COUNTRIES POPULATION LAND AREA POPULATION PER CAPITA GDP GDP GROWTH (%)
1994 km? DENSITY uss 1994
per km? 1994
ANGUILLA 9,900 91 109 6,153 7
ANTIGUA AND 64,200 440 146 7,702 5.3
BARBUDA
BARBADOS 264,300 432 612 6,578 4
BRITISH VIRGIN 17,800 150 119 15,579 3.5
ISLANDS
DOMINICA 73,500 750 98 2,825 1.8
GRENADA 97,000 345 281 2,810 2
MONTSERRAT 10,400 102 102 5,846 0.8
ST KITTSAND 42,800 269 159 4,889 3
NEVIS
ST LUCIA 142,700 616 232 3,596 2.2
ST VINCENT AND 107,400 388 277 2,390 2
THE GRENADINES

Source: Caribbean Development Bank Annua Report 1995

Recovery in the agriculturd sector from hurricane damage to some countries export crops, particularly
banana, has been dow and compounded by low productivity in some food crops due to infestations of the
pink mealy bug. Additionaly, Caribbean bananas producersarelikey to losetheir preferential accesstothe
European Union (EU) market before 2002. This Stuation is expected to bring increased hardship to many
communitieswhose livelihood depend on the export of bananas. The predicted loss of preferentia trestment
was brought about by the USA and Latin American banana producing countries successfully getting the
World Trade Organisation to rule on the validity of the existing arrangement between the EU and African,
Caribbean and Pecific countries.
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Eagtern Caribbean indtitutions are a so trying to cope with theimpact of sgnificant reductionsininternetiond
development assistance to the sub-region which began about three years ago. For example, the United
States Agency for Internationa Development and the Canadian International Development Agency no
longer fund many activities in the sub-region. The UNDP-Barbados Office which services the Eastern
Caribbean, now has a budgetary allocation for 1996- 2001 of about 11% of that for the previousfive-year

period.

Locd NGO/CBO capabilitiesvary among theidands, especidly intermsof their approach to participatory
planning and management of projects. NGOs/CBOsin Dominica, Grenada, & Vincent and the Grenadines,
and S Lucia have consderably more experience and success in actively involving communities in various
aspects of their projects, in comparison to the NGOsin Anguilla, Montserrat, the British Virgin Idands, &
Kittsand Nevis, Antiguaand Barbuda, and Barbados. This difference could in part be attributed to socio-
cultura and poalitica factors, for example, in St Vincent, rurd communities through sdif-help, often plan,
manage and supply freelabour for small scaleinfragtructurd projectsin their area, usng materials provided
by the Government.

Regiond NGOsin particular, are not as active asthey were five years ago because reduced donor funding
has led to a cut back in gtaffing and project activities. NGOs/CBOs with more experience, more full time
saff, better skill at sourcing resources, and more broadbased support are more effective at utilisng GEF
funding (or any other funds), and in managing their projects. Less capable NGOsCBOs are given the
opportunity through SGP projects to increase their capacity to manage and to address some local needs.

Commitment to environmental protection.

Thecountriesof the Eastern Caribbean have dl sgned or ratified severd internationa agreements, including
the Convention on Biologicd Diversgty, the Climate Change Convention, the Cartagena Convention
(Protection and Development of the Marine Environment in the Wider Caribbean Region) and the SPAW
protcol (Specidly Protected Areas and Wildlife). Government agencies are engaged in activities or in
preparation for activities, in fulfillment of their obligations under these internationd agreements.

Since 1994, Nationd Environmenta Action Planswere prepared for most of these countriesand al member
States had endorsed a commitment to a Programme of Action for Small Idand Developing States. This
programme was developed as a consequence of the United Nations First Globa Conference for the
Sugtainable Development of Small Idand Developing States, which was held in Barbados in 1994.

Other small grants programmes of relevance.

Thereareafew smal grants programmes for natural resources management, which are administered from
within the Caribbean and can be accessed by NGOs and CBOs. These are identified bel ow.

The Canada Fund for Local Initiatives administered by the Development Section, Canadian High
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Commission in Barbados : Theam of this grant isto provide funding for NGOs and community groupsto
undertake sustainabl e devel opment and income generating projects under 34 different themes (including the
environment, human resource development, education and training, and science and technology). The
maximum grant Sze is CAD$50,000.

The Smdl Projects Facility administered by the Organisation of Eastern Caribbean States/ Natural
Resources Management Unit (OECS/NRMU), locatedin &t Lucia: Theamisto assst NGOsand CBOs
in the OECS to initiate projects which address local coasta resource use issues and which will strengthen
the locd management and technicad cgpabilities of these organisations. The maximum grant sze is
US$10,000.

The Micro-Project Scheme administered by the Federd Republic of Germany through the German Embassy
located in Trinidad and Tobago : This grant funding is for NGOs, community groups, and Government
departments to purchase expendable and non-expendable equipment for salf-help projects, mainly in the
area of poverty eradication. The maximum grant size is US$10,000.

The Small Grant Fund administered by the Caribbean Natural Resources Ingtitute (CANARI) located in &
Lucia: Theaimisto support NGO, CBO and Government projectsthat increase community participationin
natural resource management. The maximum grant sizeis US$2,500.

These grant sources do not compete with the GEF/SGP for projects; they supplement the large demand by
Caribbean NGOs and CBOs for grant funding. For example, the Nationad Coordinator received 43
proposas for funding in 1997, of which only seven were approved. Appendix 1 identifies the projects
funded since 1994, the year in which the Eastern Caribbean SGP began. The extert to which the other
sources of grants are known to, and utilised by NGOs and CBOs is unknown, however, preiminary
enquiries indicated that some groups were unaware of these sources.

Country programme strategy.

The GEF/SGP in the Eastern Caribbean has avison of empowering target communitiesto aleve where
they are cgpable of sustaining their livelihoods and can manage their affairs via a dynamic process that
improves the qudity of ther lives. In the short term, empowerment will be devel oped through activitiesthat
increase: 1) community awareness and interest in undertaking projects within the GEF focd aress; 2)
NGO/CBO capacity to manage projects in the GEF focd areas, and 3) palitical will and national support
for community level management of community affairs within the GEF focd arees.

Large environmental and devel opment projectsin the region such asthe Caribbean Planning for Adaptation
to Climate Change (World Bank/OAS/UWI), Caribbean Environmental Programme (UNEP), Caribbean
Multi-1dand Programme (UNDP), and the OECS Solid Waste Management Project (World Bank/OECYS)
are largely executed through government agencies with little or no subgtantid input from CBOs and locd
NGOsin the planning and implemertation. However, the GEF/SGP can play asignificant rolein preparing
Caribbean communities for a more active role in the management of natura resources on which their
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livelihoods depend. Currently, there are no Nationd Environmental Funds avalable in e Eagtern
Caribbean. Funding for local environmenta projectsare usudly donor agency to government arrangements
that exclude NGOs and CBOs.

Programme implementation.
Review of proposas

Proposals submitted by NGOs and CBOs to the National Coordinator (NC) for funding under the
GEF/SGP arefirst screened by the NC before they are passed on the Project Selection Committee (PSC)
for assessment, shortlisting and approva. The PSC is based in Barbados and is comprised of
representatives from a regiond inter-governmental agency (Caribbean Centre for Development and
Adminigration, CARICAD), aregiond environmental NGO (Caribbean Consarvation Association, CCA),
adevelopment unit from the regiona university system (Women and Deve opment Unit of the Univeraity of
the West Indies, WAND-UWI), agovernment agency (Environment Unit, Government of Barbados) and
the United Nations System (UNDP). The PSC dso provides overall policy and programme guidance.

The setting up of a Project Advisory Committee in Grenada, and St Vincent and the Grenadines, together
with the cooperation of the Sustainable Devel opment Council in Dominica, has facilitated the screening of
loca project proposals before they are submitted to the Nationa Coordinator. In Anguillaand Montserrat,
proposas are prepared in consultation with the gppropriate government departments before being sent to
the Nationa Coordinator; amechanism which was devel oped long before the SGP and used for dl typesof
projects. The voluntary nature of al these committees however, limit their involvement in working with the
relevant communities to develop better proposas.

The evduation of proposas by the PSC was facilitated through the use of a checklist of sdection criteria
based on GEF requirements (Appendix 2), asameansto speed up the process and improvetransparency in
decison-making. The extent to which PSC membersare familiar with loca conditions and the capability of
NGOs/CBOs in the 10 idands that submit the proposals, have varying degrees of influence in the find

selection. Requests for further information on a proposa are usually made as a consequence of poor

proposa preparation and limited knowledge of the loca Stuation. Thisthen leadsto further dlaysin the
project submission/gpprova process. Additiondly, the busy schedule and externd travel commitmentsof the
PSC membersa so present some chalengesin setting mutually convenient timesfor review meetings (usudly
once per quarter), and timdy response on the proposds. The minimum and maximum time taken from

proposa submisson to grant gpprova has been seven months and eleven months respectively.

GEF focd areas

Generdly, Caribbean communities do not have a clear understanding of the terms biological diversty,
climate change and internationd waters. These communities are insufficiently aware of the impact of their
activitieson the conservation of biologica diversty, contribution to thelikelihood of adverse climate change
and the protection of internationd waters. Indeed, the activities of some of these communitiesmay havelittle
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or no sgnificant impact on these focal aress. There are dso few livelihood options avallable to loca
communitiesfor the conservation of endemic speciesand the use of renewable energy technol ogies because
of alack of basdline and feasibility studies which could support bankable, income generating projectsin
these sectors. These communities generdly do not have the technica expertise to conduct the required
Sudies and even if such studies were undertaken by outsde parties, the community often has difficulty in
assuming ownership for the process or recommendations produced.

If the capacity of sdlected households and communities are to be enhanced to improve their livelihood and
security, through activities in the GEF foca areas (a GEF/SGP objective of the Operational Phase), the
basi ¢ needs of these househol ds and communities have to be met first. Community consultationsin & Lucia,
Grenadaand St Vincent and the Grenadines have identified some basic needsand prioritieswhich do not fall
into the GEF focd areas, for example, insect vector contral, historica and cultura traditions, technica staff,
equipment, access to credit and employment.

Linking environmenta resource management issues with community development is desrable and
compatible, however the process of community development does not seem to be adequately reflected in
GEF/SGP documentation, with respect to the nature of activities that could be funded, the type of results,
and thetimein which these results were expected. Members of the Project Selection Committee expressed
the view that the parametersfor development through the GEF/SGP were set outside of the Caribbean and
did not necessarily reflect the redlity in this region, so that boundaries were imposed on the target
communitieswhich restricted success of the SGP intervention. NGOsand CBOswerethereforerequired to
adapt a project idea criticd to their development, within the GEF/SGP criteria that minimised the
sugtainability of the project activities.

Work-plan

Membersof the PSC and senior representatives at two Barbadian agencies expressed some concernonthe
heavy adminigtrativeload of the Nationd Coordinator dueto the large number of proposasgenerated from
the 10 idands in the Eastern Caribbean and the number of reporting and follow-up requirements for the
programme. Additiondly, the Nationa Coordinator is the large and medium-sized GEF focd point, the
environmental focal point and the NGO/CBO focal point for the UNDP-Barbados, and she also
participatesin other UNDP planning and technicd activities. It isnot unusud for the National Coordinator to
spend 12-15 hours per day, severa times per week in trying to ensurethe timely ddivery of outputs. Other
than afew complaints on what is considered by some NGOs/CBOsto be excessive delaysin the gpprova
of proposals and disbursement of grants, no dissatisfaction with the quality of service by the Nationd

Coordinator was expressed among the persons interviewed.

Physica monitoringisgeneraly difficult dueto thelarge number of projects, the geographica locetion of the
idandsinwhich these projectsare located, the cost of inter-idand travel, and theadminisrativework load of
the National Coordinator, consequently salf-monitoring by the NGOs/CBOs were being devel oped.

Coordination
Appraisal of Eastern Caribbean GEF/SGP Projects



There are several opportunities for coordination of efforts particularly within the UNDP. Senior UNDP-
Barbados officids indicated that the GEF/SGP is seen as the mechanism through which UNDP has
interaction with Caribbean communities and through which environmental concerns can be addressed.
Linkageswith UNDP-sactivitiesin Socid Development, Poverty Eradication, Sustainable Livelihoods and
Advocacy are currently being explored.

Collaboration has been initiated with the Export Council for Renewable Energy-Caribbean Branch for
technical advice to, and sourcing of equipment for some community groups, the Florida Internationa
Volunteer Corpsfor exchange of information and training opportunities for CBOsand NGOs, and severa
loca government departments for technical advice.

Brief description of projectsreviewed.
Barbados

Panning Grant for the Preparation of a Business Plan for the Scotland Didrict Renewable Energy and
Environmental Park: Initidly, aproposal for arenewable energy theme park was submitted by the Barbados
Association for Renewable Energy Science and Technology (BAREST). Subsequent review by theNC and
the PSC, and discussonswith BAREST led to the active involvement of arurad community and aredesign
of the proposed project. Sncethar involvement, the St Smons Wakers and Bawden community group of
60 persons including farmers, women and youth, has organised themsdves to form a registered
Cooperdtive. They subsequently were ableto successfully lobby and secureagrant of US$25,000 from the
government for the lease of about 1200 acres of under utilised agriculturd plantations, a part of which is
earmarked for the Renewable Energy and Environmentd Park. The proposed ste dso has ponds for
recregtiona fishing, and hills and woodlands for scenic tours. The redesign of the project proposa and the
commitment of the community led to the award of the GEF/SGP grant of US$1000 for the preparation of a
bus ness and management plan to mobilise the necessary funding for asustainable project with good income
generating potentid a the community leve. Linkages between the community, the Univergty of the West
Indies, schoals, hotels and tour operators were developed through the promotion of the project ideaand
presentations on the use of dternative energy technology. The University went further to donate equipment
to the community group for display at the proposed site of the Park. The exhibits donated include solar

dryers, asolar water ill, a solar water heater, and a parabolic collector for a solar oven. When the Park
becomesfully operationd, it will promote the adoption of renewable energy and energy conservation. It will

be the firg of its kind in the insular Caribbean that will demondtrate the range and benefits of renewable
energy devices which can be used in homes or in businesses, aswell asinformation on how these devices
could be built or purchased. The ste will dso provide for ongoing related educationd activities, and

recresgtiond tours on the natura environment.

The developmenta phase of the proposal and the preparation of the business plan have taught the group
much about participatory planning, community cohesion and partnership with an academic inditution. The
group hasaso gained alot of exposure to the hotel and tour operators which improved their confidencein

deding with each other, and hence securing alarge potentid market for visitorsto the Park.
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Future Centre Trust Support to the Dominica Conservation Association The Future Centre Trugt (FCT) isa
Barbadian NGO which evolved from the efforts of individuas who produced the sustainable devel opment
exhibition caled the Village of Hope a the United Nations Globa Conference on the Sudainable
Development of Smdl I1dand States which was held in Barbados in 1994. The FCT was asked by the
Dominica Conservation Association (DCA) to jointly put up exhibits a the Caribbean Tourism
Organisatiorss conference on Eco-tourism which was being held in the idand of Dominicain 1997. The
GEF/SGP provided US$6,175 for the FCT=s preparation and shipping of the exhibitsto Dominicawhich
wasintended to mobiliseinterest in sustainable devel opment and the GEF focal aress, aswell astoincrease
the capability of the DCA to undertake smilar exhibitions. Exhibits included pogters, interactive displays,
models, presentations, and working models of sdected equipment, covering the following themes:
biodiversity, oceans and coagts, and renewable energy devices.

From media reports and recorded interviews and comments, the exhibition had alarge and positive impact
on the people of Dominica. The NGOsand communitiesin Dominicabecame further sengtised to activities
that could be undertaken in pursuit of sustainable devel opment which could fit within the objectives of GEF
and of the avallability of funding through the SGP. The success of the exhibition helped to hed the rift
between the DCA and the government which had developed over the recent passing of the Mining Act. It
also led to the DCA preparing plans for the setting up of a Future Centre Trust.

GEF/SGPfunding to the FCT therefore provided for the promotion of conservation of biodiversity, energy
conservation and adoption of renewable energy, and the reduction of threatsto internationa watersthrough
the medium of anationd exhibition.

The Cornerstone Project: The Theocratic Government of HisMgesty Haile Sdassiel Churchica Order of
the Nyahbinghi isarastafarian group that has been given an SGP grant of US$39,452 for the promotion of
organic farming methods through a demondration project with community participation for sustainable
livelihood. The group now has one member working full time on the project with the active involvement of 5
to 8 persons and severa more depending on the activitiesto be undertaken. Themgor activities have been
the utilisation of water from anearby watercoursefor irrigation by gravity, ingtdlation of water soragetanks,
equipment and materids store room, cultivation of an assortment of fruits and vegetables, refinement of
organic farming practices and experimentation with non-chemica methods of pest control. Pest control and
marketing of produce are currently the mgor challengeswhich confront the group. The group hasaso been
able to access free professond advice from an Agriculturd Specidi<t, an irrigation company and the US
Export Council for Renewable Energy. Planning and implementation of the project have increased the
adminigrative capability of the group and telped to raise the group:s profile through meetings with
government Senators, senior officidsof theMinistry of Agriculture and Rurd Devel opment, the Univeraity of
the West Indies, aloca bank, and the public. The public has also become aware that locd organicaly
grown produce can be obtained in Barbados and one of the large super markets is now promoting and
sling organicaly grown vegetables purchased form the Cornerstone Project. More farmers, particular
those adjacent to the project have becomeinterested in learning more about the methods used by the group.

In 1995 farmersin Barbadosimported 8,827,938 kg of fertilizersand 565,168 kg of pesticides, herbicides
and plant growth regulators that were applied to about 21,560 ha of agricultura holdings acrosstheidand.
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Theimpact of agrochemica discharge into the local marine environment is not well documented, but it is
generdly accepted to be negative. The Cornerstone Project through its organic farming techniques, promises
to be an important demongtration of how reduction of agrochemica use can minimiseland-based threatsto
internationd weaters.

Grenada

Community Conaultations and Case Studies on Coastd Management: The Grenada Community
Development Agency (GRENCODA) is a rurd development organisation which focuses on asssting

peoplessinitiativesfor halistic, environmentaly friendly development, seif rdiance and community building.
GRENCODA received an SGP grant of US$16,308 for conducting aseries of consultationsaong thewest
coast of Grenada to identify community needs and mobilise communities to accept responsibility for the
management of coastd resources. Consultationswere held in 13 communitiesand GRENCODA succeeded
in compiling an inventory of the resourcesin these communities, mobilisng communitiesto identify themain
environmenta issues, improving environmenta practices (garbage disposa in the coasta environment and
beach sand mining) through public education, and initiating research into aternative and sustainable use of
thelocd coagtd resources. The highlevel of involvement of theloca communitiesand government agencies
increased the commitment to finding workable solutionsto loca environmenta problems. This process has
contributed locdly to the promotion of the conservation and sustainable use of coastd biodiversity
(ecosystems) and the reduction of land-based threats to international waters.

<. Kittsand Nevis

Protecting the Biodiversity of &t Kitts and Nevis: The Nevis Historical and Conservation Assocition has
recently initisted a project for biodiversty protection via research, documentation and dissemination of
information, training and public outreach; indtitutiona capacity building and human resource devel opment to
monitor biodiveraty; preparation of a naiond species list; medicind plant displays and herbarium
devel opment; preparation of ecosystem dlassification map; raising of public avarenesson biodiversity issues;
documentation of ora history relating to biodiversity use on theidands. The human resourcesfor thisproject
are largely voluntary from the members of the NGO and from members of the S Christopher Heritage
Society, school children and visting experts. Expertise from the Idand Resources Foundation has been
contracted to assigt in species identification and ecosystem classfication. So far, exising published
information on the biodiversity of St Kittsand Nevisisbeing gathered. A pand discussion on>Promating our
Biodiverstyll, aschool quiz for 13-15 year old students, and posters were proposed asthe mgjor outreach
activities.

There were no indications of community consultations or direct collaboration with the government:s
Environment Divison on the soon to be implemented project on the Nationa Biodiversity Strategy and
Action Plan for & Kitts and Nevis.

Antigua and Barbuda
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| nformation Gathering for Wetlands Conservation The Environmental Awareness Group (EAG) hasrecently
initiated a GEF/SGP funded project which will develop anationd inventory and overview of the country:s
wetlands, determine key conservation Stes, conduct a detailled survey and monitoring of priority Stes;

devel op wetland restoration and conservation plans, and undertake astakeholder andysisand information
dissemination to communities and the public. The human resources for this project will comprise mainly

voluntary members of the EAG and paid technica input from the 1dand Resources Foundation. Published
information onwetlands in Antigua and Barbuda are being compiled and field work at selected Stes have
begun. Good working relationships with the Fisheries Division and other government agencies have been

cultivated in the past and arelikely to continuefor this project. Community consultationsare planned and will

build on the group:=s experience of public outreach acquired under the project AEffects of Climate Change
and Adaptations Assessment: Case Study of Antigua and Barbudai executed by the Minisiry of Planning
and funded by GEF/UNEP.

Project impact.

The inditutiona capacity of the NGOs and CBOs which submitted proposds is generdly week and

therefore affectsther ability to accessfunding, prepare effective project proposd's, implement and manage
projects, and to report, monitor and eva uate projectsto the standards required by the funding or executing
agencies. The projects funded through the GEF/SGP provided opportunities for sdected Caribbean

communitiesto initiate or build on the participatory processin community devel opment, and contributed to
inditutiond drengthening of the implementing NGOs.

Capacity development

The projectsunder review that were completed or had compl eted more than 50% of the proposed activities
provided useful exposure to members of these NGOs/CBOs in the preparation of project proposals and
progressreports. Severd of these NGOs/CBOs had never before prepared proposalsfor funding or had no
interactions with donor agencies. However, the quality of reportsfrom many groupslacked sufficient detail
and clarity in severd key aress, for example, lessonslearnt and project impacts, despite the avail ability of
reporting guiddines.

Community consultations were found to be a very useful mechanism by al groups, which led to increased
consciousness on thelinkages between their activitiesand environmenta degradation, definition of needsand
problems, possible solutions, potential sourcesof support, aswell as partnership arrangements between the
community and the NGO/CBO, and between the grant recipient and the government or private sector. In
Grenadafor example, the Fisheries Divison indicated that these consultationsimproved the Divisorrsaality
to better plan its activities in the coastd zone. GRENCODA, the CBO which executed the consultation
project, dso clamed that it was able to redefine its programming to better address the needs identified in
eght communitiesthrough the consultation process. GRENCODA additiondly acquired someexperiencein
coadid zone management during the process. Communities additionally gained increased confidencein ther
ability to work with government and non-governmenta agencies to promote loca action.

In & Vincent and the Grenadines, dter workshop sessons on the GEF thematic areas, 25 community
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leaderswere givenintroductory training in project proposa writing, project implementation and eva uation.
The process of awareness on the GEF/SGP and the training on project skills were documented using print
and eectronic media. A video report on the consultation in & Vincent was subsequently made available to
NGOs/CBOs by JEMS, the agency that coordinated the consultation.

S Vincent and the Grenadines has submitted the most successful proposals so far, in comparison to the
other countries in the Eastern Caribbean. Both Barbados and St Vincent have the most projects funded
through the SGP (five each).

Sustainability

It is ill too early to determine the sustainability of results beyond the period of GEF/SGP financing.
However, motivation for sugtainability of action by the community was regarded by one CBO
(GRENCODA\) asrequiring regular consultations and follow-up. Further, it wasimportant to be seento be
responding to the concerns identified through community consultations and to keep their expectations
redidic.

Leverage

These projects have not yet influenced larger projects and broader policies, but thereis potentia to market
the community gpproach to planning and implementation of larger nationd projects, particularly where
successes are documented. For example, itistoo early totry to replicate the Cornerstone Project el sewhere
in the Caribbean, unless the group can overcome the pest problem through organic methods, inconsstent
labour inputs, and adetermination of whether or not the ventureisreally making aprofit. These factorswill
help define the success of thisproject. If organic farming methods within the context of local constraints can
be shown to be prafitable, then therewill beared chance of reduction in agrochemica useby small farmers,
and hence, the reduction in the pollution threet to internationa waters.

The GEF Medium-szed Project Facility is not well known in the region. There was a workshop in

Barbados from 23-24 July, 1997 hosted by UNEP and the Caribbean Conservation Association, which
introduced the GEF Medium-sized Project Facility to 26 NGO participants (from 11 Caribbean countries
induding the French and Spanish spesking idands), 9 inter-governmenta representatives and 7
governmenta agencies (five of which were Barbadian). Subsequent to this workshop, the only known

proposals submitted from the Eastern Caribbean to the World Bank/GEF/LAC group for Medium-Sized
Project funding was. Planning for Adaptation to Climate Change (S Vincent and the Grenadines),

Sustainable Management for the Pradin Protected L andscape and the Effective Management of the Pointe
Sable National Park (St Lucia). These proposalswere prepared not asaresult of prior SGP interventions,
but because a new funding opportunity had become available.

The & SmonsWalkersand Bawden community group in Barbados, with the ass stance of William Hinds of
the University of the West Indies Renewable Energy Group, have devel oped adraft proposd for the GEF
Medium-sized grant, which is expected to build on efforts for their SGP Renewable Energy and

Environmenta Park. This proposa wasin preparation even before the commissioning of thecurrent business
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plan funded under the SGP.
Awarenessraisng

All of these projects have a significant awvareness component which had varying degrees of success. In
Grenada, which had a history of community consultation and participation in projects, avarenessraising a
thelocal level was more successful than in the other countries under review. The avarenessactivitiesled to
the stopping of beach sand mining and with the help of other agencies, encouraged the government to
enforce aban on beach sand mining. Therewas aso areduction of littering and improved garbage disposal
in the target communities, and an improved atitude towards public facilities (no reported incidence of
vanddism).

The profile of the Cornerstone Project has been increased by virtue of severa locad mediaevents, so more
people became aware of ther activities in organic farming and the environmenta and hedth benefits
attributed to thisagriculturd practice. Thisaso reduced or diminated thenegative attitude that some sectors
of the society have towards members of the Rastafarian community. Additionally, farmersin other areas
have been influenced by the work of this group to initiate Some aspects of sustainable agriculture.

Nationa consultation on the GEF/SGP took place in Grenada, and St Vincent and the Grenadines, with a
workshop in proposal preparation taking place only in & Vincent. The nationad consultation had
presentations by local technica persons on environmental issues a theparish, community and netiond levels,
before explanations of the GEF/SGP were ddlivered. Based on the number and type of questionsthat were
raised by participants and answered by the resource persons present, a clearer understanding of the
objectives and operation of the GEF/SGP was devel oped. Discussions at these sessions on the gppropriate
selection process and mechanism for the operation of the SGP, also led to the setting up of a Project
Appraisd Committee in both countries. The members of the PAC were selected from among NGOs,
CBOQOs, the government and the private sector.

These sessonsaso helped al participants (NGO, CBO, government departmentsand the private sector) to
become sensitised to the needs of each other and to better appreciate thelinks between their activitiesand
environmenta degradation. Additionally, potentia solutionsto problemsfacing some of these communities
and related project ideas were identified, which further initiated a sense of ownership and commitment to
action at thelocd level among the participants.

The community consultations aso contributed to an awareness of the broader issues of environmenta
management and the linkages between local action and the GEF focal areas. However, the effectiveness of
the awareness activities in mogt target communities is not known. The availability of human and financia
resources is often the limiting factors in determining the effectiveness of any awareness programme in the
region.

Monitoring and evaluation

Monitoring and evaluation capabilities of NGOSCBOs are generdly week; this Stuation is common
throughout the region. However, in Grenada, for example, representatives of the Beausgour community
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monitor the progress of specific project activities and meet with the CBO (GRENCODA) at least every
three months for review and advice.

L essons lear ned.

Generdly, community groups and NGOs are aware of how their actions have been modified to achieve a
desired impact, but they have not articulated the range of lessons|earned or the lessonsthat could belearnt
asaresult of the SGP project intervention. The following lessons were detected during interviews:

C Participatory consultations at the community level can influence attitude modification for reduced
natural resource degradation.

C Participatory consultations provide a good opportunity for more precisdy defining loca needs,
priorities and possble solutions to environment and devel opmenta problems.

C Participatory consultation facilitated community cohesion, a sense that Awe are each our brother-s
keeper( and effectiveness of loca action.

C When CBOstarget the politica directorate during their consultationsthey get government=ssupport
and digpd government:=s apparent indifference to their needs.

C People are less inclined to volunteer their services for community action in aress where
unemployment is high, because they expect to be paid for their efforts.

C Communitiesare moreinterested in income generating opportunities and meeting other basic needs
rather than in environmenta protection, unless viable livelihood options can be devel oped through
environmental protection. {Hence, the GEF must be flexible enough to address community
needs if projects and ultimatdy the programme, are to be sustainable}

C Thesuccess of awareness activities depends on the manner and complexity inwhich theinformation
is packaged and presented, the nature of the audience targeted, and the timing and frequency of
promoting the message.

C Posters and fliers for awvareness were of limited use for sustaining a message; billboards could be
used ingtead.

C The voluntary nature of many NGOs and the limited part-time contribution of itsresource persons
affect thetimely delivery of project outputs.

C Persond conflicts and protection of Aturfi between some NGOs and some governmentd agencies
fogter duplication of efforts.

C The effectiveness of project activities executed by NGOs and CBOs is dependent on outside
technical and financial assstance.

C The strength of a project depends on the strength of the NGO which is executing the project,
therefore strengthening of the NGO is critical.

C Any project that rai ses the consciousness of people and then involves these peopl e, contributesto
sudainability.

Best practices.

A best practice can be defined as an action which has resulted in atangible impact on improving living or
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working conditions of people, involving partnerships between two or more key actors and which
demongtrates sustainahility, thet is, changes to palicies, decison making and management systems which
ensurethedurability of theimpact. Using thiscriteria, none of the GEF/SGP projects under review could be
considered as a best practice. However, a few projects do have some potentia for evolving into best
practice examples over the next 3-5 years, for example, the Pradin/Mamiku community projectin St Lucia
and the Cornerstone Project in Barbados.

Recommendations.

The following recommendations to improve the impact of the GEF/SGP in the Caribbean are suggested:

C

Ass stance should be provided to NGOS/CBOsto improvetheir ability to analyse project activities
and to write effective project reports. Strengthening NGOS/CBOs to prepare good project
proposals is adso desirable. This could be done through a separate project andysis and project
writing skills training programme. The SGP should be prepared to provide more funding for this
activity as a separate budget lineitem.

A monitoring programme should be devel oped for each project, and should include what factors
need to be monitored, and how and when these factors should monitored. Due consideration of
locd resources and condraints must guide the desgn of this programme. This monitoring
programme may best be executed as a separate component contracted out to an NGO or asuitably
experienced individud. The SGP should be prepared to provide more funding for thisactivity asa
separate budget line item.

The focus of sugainability should be based more on the socid parameters of community
deve opment rather than on theavailability of financing. A study on the components of sustainability
within the Caribbean context should be undertaken for GEF projects in the region.

The criteriafor selection of projects for funding under GEF/SGP should be modified to reflect the
redity of community development needs and processes in the Eastern Caribbean.

Functiond linkages with larger environment/development projects in the region should be given
some priority, and made bletoloca groupsworking onthe sameissue or inthe same area.
Gregter effort isrequired at trandating and disseminating the GEF focal aressintoinformationthat is
eadly understood by Caribbean communities. Smplified audio-visudson the GEF focd areascould
be produced by the GEF/SGP Coordination Unit, one set of materias with specid emphasison
gmall idand gtates and another set for mainland countries,

A mechanism needs to be developed to rationdise the administrative load of the Nationa
Coordinator that isgenerated by the programme, and by current and potentia projectsfrom the 10
idandsin the Eastern Caribbean.

Since the Operationd Phase of the GEF/SGP recommends participatory evauation of projects,
future evauations should be arranged at the convenience of the target agencies and communities,
within an gppropriate time frame and with sufficient natification, so as to ensure the inputs of key
stakeholders and improve the precision of the results.

The Project Advisory Committee (PA C) approach should be extended to other idandsin favour of
such amechanism. Specific terms of reference need to be drafted for the operation of these PACs
and abudgetary alocation will be needed to cover thelocd adminigtrative and project review cods.
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The budget for these PACs should beincluded asaseparatelineitem in the replenishment of funds.

C The SGP should be flexible enough to dedl with the evolving needs of the community asthe project
movestowards sustainability; some of these needs maybe outside of GEF foca areas, but should be
funded if sustainability is expected.

C A study should be conducted to determinetheimpact of awarenessactivitiesfor sdlected projectsin
the Eastern Caribbean. Subsequently, appropriate guideines should be prepared to hep maximise
benefits form awareness building activities.

C Project Selection Committee members should be chosen based on their knowledge and experience
in the GEF foca areas and in community development in the Cariblbean, so asto ensure optimum
and timely inputs. Membership should be open to suitable individuals or gppropriate ingtitutions, at
the discretion of the National Coordinator.

List of key documents consulted.
Caribbean Development Bank. 1995. Annud report 1995. Caribbean Development Bank, Barbados.
St Hill, C. 1997. GEF/SGP End of year programme report for the Eastern Caribbean. UNDP, Barbados.

St Hill, C. and Blackman, C. 1997. GEF/SGP Country Programme Strategy for the Eastern Caribbean.
UNDP, Barbados.

UNDP. 1997. GEF/SGP Programme Impact Guidelines. UNDP, New Y ork.
UNDP. 1996. UNDP/GEF Small Grants Programme - Project document. UNDP, New Y ork.

UNDP files and progress reports on selected GEF/SGP projects in the Eastern Caribbean.

List of persons consulted.

UNDP: Marjorie Thorpe, Fadzai Gwaradzimba, PaulaM ohamed, Doreen Boyd, Norma Springer, Anthony
Cave.

Project Sdlection Committee: Celeste St Hill, Glenda Medina, Ricky Marshdl, Kim Downes, Patrick
Gomes, Judith Soares.

Cornerstone Project: Raslra, RasMike, Raslron, Bongolai, Mark Doctoroff (Technica Advisor), Rodney
Reader (ARC Irrigation), John and Patricia Thompson (Neighbours and Teachers at Codrington
College).

Appraisal of Eastern Caribbean GEF/SGP Projects
15



Future Centre Trust: Colin Hudson.
Renewable Energy and Environmenta Park: John Hunt, William Hinds.

Community Consultations/Coastd Management- Grenada: Selby DaBreo, Crofton | saacs, Bamy Langgagne
Cecil McQueen, Willan Dewsbury, Augustine Charles, Anthony Ambrose,

Protecting Biodiversty in & KittsNevis Randy Walters, David Robinson, Kate Orchard, Jacqueine
Armony.

Wetlands Conservation-Antigua/Barbuda: Gillian Cooper.

Appraisal of Eastern Caribbean GEF/SGP Projects
16



Appendix 1

Number and status of GEF/SGP Projedsin the Eastern Caribbean
up to December 1997.

Country GEF Focal Number of | Number of | Status as Total Total
and Area Projects Projects at Amount Number of
Project started in started in Decembe | of Grant Projects
Pilot Operationa r 1997 in US$
Phase | Phase
(1994-June | (July 1996-
1996) 1997)
Antigua and Barbuda - 1 Ongoing 37,137 1
Information gathering for Biodiversity
wetlands conservation (12,379
disbursed
in July
>97)
Anguilla - 1 Ongoing 15,500 1
Turtle conservation project Biodiversity
(10,000
disbursed
in Sept.
°97)
Barbados 5
1.Development of a natural | Biodiversity 1 - Completed 15,000
history specimen collection
2. Permanent Mooring
Buoys Biodiversity 1 - Completed 10,000
3. Future Centre Trust
support to the Dominica Multifocal - 1 Completed 6,175
Conservation Association
4. Planning grant for the
preparation of a business
plan for the Scotland District
Renewable Energy and
Environmental Park Climate - 1 Ongoing 1,000
5. The Cornerstone - Change
organic farming
Biodiversity, 1 - Ongoing 39,452
International
Waters
British Virgin Islands 1 - Ongoing 9,750 1
Reforestation programme Biodiversity,
and supporting education Climate
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Change

Dominica

1. Planning grant for the Biodiversity Completed 630

Roseau Botanical Gardens

and the peripheral link

project

2. Ecological agricultural Biodiversity, Ongoing 25,000

methods in weed and pest International

control on small farms Waters

2. Roseau Botanical

Gardens and the peripheral | Biodiversity Ongoing 45,000

link project (4,500
disbursed

in

Aug:97)

Grenada

1. National consultation on Multi-focal Completed 4,308

GEF/SGP

2. Community consultations

and case studies on coastal | Biodiversity, Completed 16,308

management International

Waters

Montserrat - - -

St Kitts and Nevis

Protecting the Biodiversity Biodiversity Ongoing 34,656

of St Kitts and Nevis (17,325
disbursed
in Jul:97)

St Lucia

1. Popular education for Biodiversity, Completed 9,900

community based coastal International

and marine management Waters

2. Building capacity for

sustainable action in the Biodiversity, Completed 11,148

communities of Praslin and | International

Mamiku Waters

3. Collaborative planning

for the establishment of the | Biodiversity, Ongoing 20,600

Praslin Protected International

Landscape. Waters

St Vincent and the

Grenadines

1. National consultation on, | Multifocal Completed 2,000

and evaluation of GEF/SGP

2. District and national

consultations on GEF

3. Community Multifocal Completed 21,970

management of natural

resources in the Southern International Ongoing 27,445

grenadines Waters

4. North windward

integrated community land

and river management

project Biodiversity, Ongoing 34,100

5. Anse Cayenne River

International
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project- Clare Valley Waters

Biodiversity, 1 Ongoing 12,500

International

Waters

TOTAL 14 US$399,584 22
Appendix 2
Checklist of GEF/SGP Sdlection Criteria
Project Name Project Name Project Name

Project Proposal Checklist

1. Does the proposing organisation meet the basic eligibility
requirements for GEF/SGP support?

2. Does the proposing organisation have the demonstrated
capacity and experience to successfully implement the
project?

3. Does the proposed project meet the basic eligibility
criteria as set forth in the GEF/SGP Country Programme
Strategy?

(Demonstration, Capacity Building, Monitoring Applied Research or Policy
Analyais, and Information Dissemination, Networking and Policy Dialogue)

4. Does the proposed project address one of the priority
concernsidentified in either the GEF/SGP Global Strategy or

the Country Programme Strategy?
(Biodiversity, Global Warming, International Waters and Land Degradation)

5. Does the proposed project have a particular focus on the
empowerment of women or indigenous peoples?

6. Are the objectives of the project clear and compelling? Do
they represent awell conceived integration of GEF-related
environmental protection and sustainable livelihood
development?

7. Arethe project's intended results appropriate and
relevant to the stated objectives? If accomplished, do they
represent a substantial beneficial impact in addressing
environmental and sustainable livelihood challenges? Are
they sufficiently ambitious? Arethey unrealistically
ambitious?

8. Does the proposal present a sound strategy or approach
to acheiving the stated objectives and intended results? Are
the proposed activities properly sequenced? If fully
implemented, will the activities result in accomplishment of
theintended results?

9. Does the project plan incorporate realistic approaches
and activities which will ensure the sustainability of the
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project'simpacts, activities, or both?

10. Are the time estimates for project implementation sound
and redlistic?

11. Are the assumptions underlying the project's design
accurate and complete? Have all substantial risk factors
based on internal and external conditions been taken into
account?

12. Has the proposer involved and consulted all appropriate
stakeholders, including in particular, members of affected
communities, in the design and devel opment of the project
to date?

13. Have representative groupings in stakehol der
communities endorsed or expressed support for the project?

14. Doesthe project design incorporate effective and
appropriate means of assuring the participation and support
of community members and other stakeholders throughout
the period of the project implementation?

15. Has the proposer made appropriate plansto include
affected communities in the monitoring, assessment, and
evaluation of the project, both during and after
implementation?

16. Would the proposed project complement, reinforce, or
balance other projectsin the GEF/SGP portfolio?

17. Isthe geographic location of the proposed strategy
supportive of the overall GEF/SGP country strategy, either
by concentrating inputs for maximum impact and synergy,
or by providing GEF/SGP outreach to new or under-
represented areas?

18. Would the proposed project generate constructive
linkages with larger GEF projectsin the country or region?

19. Would the proposed project generate new and
innovative models which could be replicated locally,
nationally or internationally?

20. Would the proposed project help to build the capacity of
communities and organisations (including the proposer), to

address environmental and sustainable livelihood concerns
in an effective and integrated manner?

21. Arethere exceptional circumstances which would make it
important to fund (or not fund) this project in spite of other
countervailing reasons?

Other observations:

Recommendation:
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