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GRANT AND PROJECT SUMMARY


Source of Grant:				Global Environment Facility Trust Fund
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1.  	BACKGROUND
Region/Sector Background

1.	The members of the Caribbean Community (CARICOM) are primarily small island states with fragile coastal ecosystems.  Agriculture and tourism are their principal sources of employment and foreign exchange earnings.  Coastal areas, holding the vast majority of the population and economic activity, are vital to the prosperity of these countries.  Coastal areas are usually the most biologically productive areas, supporting a wealth of living marine resources and characterized by high biological diversity.  In recent years, these resources have come under increasing stress: intensification of human population and activities; concentration of tourism-related infrastructure; inadequate disposal of liquid and solid wastes; decaying drainage infrastructure; uncontrolled and often ill-conceived development schemes; severe weather events which have brought about record losses and a reinsurance industry crisis; and mismanagement of coral reefs, sea grass beds, mangroves, and wetlands.  In addition, the lack of comprehensive information systems and a coordinated institutional structure prevent an integrated management of those resources.  

2.	Anticipated global warming and consequent changes in sea level, sea surface temperature, and wind and ocean currents may seriously compound these problems.  Sea level rise, in particular, would likely affect freshwater supply, increase beach and coastal erosion, increase permanent coastal inundation, and aggravate the impact of tropical storms.  It also threatens the disproportionate share of industrial, tourism, energy, transport, and communications infrastructure concentrated in the coastal zone.  The Intergovernmental Panel on Climate Change (IPCC) has calculated first order costs for protection of Caribbean shorelines from future sea level rise, including low coasts, cities, harbors, island elevations, and beach nourishment, but excluding unprotected dry lands or ecosystems that may be lost, and the impacts of saline intrusion and increased storm frequency.  For Caribbean island territories, the projected cost of new construction for protection alone would be US$11.1 billion, which is well beyond the combined investment capacity of their economies.  Other more cost-effective adaptation measures are therefore needed.
Legal Framework

3.	Global climate change has emerged in the past few years as one of the world's major long-term challenges.  The IPCC, established in 1988 under the auspices of the United Nations, verified the high probability of global climate change if greenhouse gas (GHG) emissions keep increasing.  The IPCC has concluded that the urgency of implementing strategies for adapting to sea level rise is greater than previously thought and that for many coastal states the cost of adapting to a rise in sea level could be large compared to the size of their economies.  The IPCC recommended first in 1990 and again in 1992     In IPCC Global Climate Change and the Rising Challenge of Sea.  Report of the Coastal Zone Management Sub-group, May 1992. that coastal nations should begin adapting to climate change urgently because there are now opportunities to avoid adverse impacts, opportunities that may be lost if action is delayed.  It also recommended that small island developing countries undertake measures to reduce vulnerability to sea level rise through improved coastal zone management.

4.	Global concern about accelerated climate change and its repercussions prompted the international community to begin negotiating a United Nations sponsored Framework Convention on Climate Change (FCCC) in 1991.  The Convention establishes a legal framework for responding to global climate change through the promotion of measures aimed at mitigating emissions of GHG and preparing for adaptation to the adverse effects of climate change.  The Intergovernmental Negotiating Committee (INC/FCCC) agreed at its Tenth Session     INC/FCC. Conclusions of Working Group II, Draft Report.  INC/FCCC, Tenth Session 22 August - 2 September, 1994. that adaptation to these adverse effects would require short, medium, and long-term strategies which should be cost effective, should take into account important socio-economic implications, and should be implemented on a stage-by-stage basis in developing countries that are Parties to the Convention.  In the short term, the following sequence of activities was envisaged:

Stage I:	Planning, including studies of possible impacts of climate change to identify particularly vulnerable countries or regions and policy options for adaptation and appropriate capacity building.   In the medium and long-term, two additional stages were envisaged for countries or regions identified in Stage I as being particularly vulnerable.

Stage II:	Measures, including further capacity building, which may be taken to prepare for adaptation.

Stage III:	Measures to facilitate adaptation (e.g., insurance).

5.	INC/FCCC further agreed that for Stage I, the Conference of the Parties would entrust the Global Environment Facility (GEF) to meet the agreed costs of the activities required by Article 12.1 of the Convention.  Such activities may include studies of the possible impacts of climate change, identification of options for implementing the adaptation provisions (especially the obligations contained in Articles 4.1(b) and 4.1(e) of the Convention), and relevant capacity building.

6.	A potentially useful framework for addressing the stresses of climate change is Integrated Coastal Zone Management (ICZM).  The IPCC has already stressed the important role that ICZM can play in providing the planning, policy, and management context for the national efforts to reduce coastal vulnerability.  To this end, the IPCC has identified under the general rubric of ICZM a detailed series of response measures ranging from preparatory activities (e.g., vulnerability assessments) to adaptive responses (e.g., retreat, accommodation, and protection).
Regional and National Environmental Initiatives

7.	The FCCC has been ratified by most Caribbean countries.  More significantly, the Caribbean region, along with other small island and low-lying states, has been effective in drawing the attention of the international community to the potential adverse impacts of climate change on their economies.  The region has also been active in the work of the IPCC, including the Coastal Zone Management Subgroup of the Response Strategies Working Group.  As part of that subgroup's work, preliminary case studies were undertaken for Antigua and Nevis.  Results of the studies were presented at the Group's Island Workshop convened in Margarita Island, Venezuela in 1992.

8.	The region's concerns were also articulated during the United Nations Conference on Environment and Development (UNCED) and reflected in Agenda 21, as well as in the Programme of Action resulting from the First United Nations Conference on the Sustainable Development of Small Island Developing States.  At the regional level, the Caribbean Environment Programme (CEP) as part of a broader UNEP Regional Sea Initiative has undertaken studies to assess ecosystem and socio-economic response to future climate change in marine and coastal areas of the Caribbean Region.  In addition, UNEP/CEP has undertaken the following initiatives: (i) the Global Sea Level Observing System's (GLOSS) tide gauge network for the wider Caribbean under the Intergovernmental Oceanographic Commission's Sub-Commission for the Caribbean and Adjacent Regions (IOCARIBE) of UNESCO; (ii) the Regional Programme on Assessment and Control of Marine Pollution; and (iii) the assessment of socio-economic impacts of climate change in St. Lucia and guidelines for integrating planning and management of coastal and marine areas in the Caribbean region.  The project will draw heavily on the experience gained by the region through participation in UNEP/CEP programs.   UNEP.  Ecosystem and Socioeconomic Response to Future Climatic Conditions in the Marine and Coastal Regions of the Caribbean Sea, Gulf of Mexico, Bahamas, and the Northeast Coast of South America, CEP Technical Report, No. 22, 1993.

9.	IOCARIBE initiated a project in 1991 on "Global Change and Coastal Land Loss: the Caribbean and Adjacent Regions."     IOCARIBE.  Global Change and Coastal Land Loss:  Management and Decision-Making in Support of Sustainable Development within the Caribbean and Adjacent Areas, 1991.  The project seeks to develop essential skills in decision-making for appropriate intervention in coastal stability problems through sequential training programs, site-specific case studies, workshops, and publications.  Stability of coasts and beaches is a regional issue that has attracted a number of responses.  

10.	With funding of US$5 million from the USAID Office of Foreign Disaster Assistance, the GS/OAS is implementing a five-year Caribbean Disaster Mitigation Project.  As part of this project, GS/OAS has developed a state-of-the-art numerical model to analyze the effects of tropical storms on Caribbean island states.  Their potential for destruction from coastal flooding and extreme winds are analyzed in the context of sea level rise and increasingly dense coastal development.

11.	Marine parks and conservation areas, which may have an important role in any strategy for vulnerability reduction and adaptation to global climate change, have had a long history in the Caribbean region.  Numerous regional organizations have undertaken initiatives to improve the situation of marine protected areas.  The most recent example is the Caribbean Conservation Association (CCA) Marine Parks and Protected Areas Management Programme which seeks to enhance the region's capacity to manage coastal and marine resources by institutional strengthening, demonstration projects, improvement of management capabilities, and the promotion of heritage tourism.  In reviewing these initiatives, however, it is evident that a disproportionate share of resources has been invested in planning, and relatively little in implementation. 

12.	In 1979 the Government of Trinidad and Tobago under the auspices of UNDP established the Institute of Marine Affairs (IMA).  The Institute, a statutory body of the Government of Trinidad and Tobago, is funded by that Government.  It has recently been designated as a regional oceanographic data center by CARICOM.

Project Origin and History

13.	The Caribbean: Planning for Adaptation to Global Climate Change (CPACC) Project has its origin in the Global Conference on the Sustainable Development of Small Island Developing States which took place in Barbados in April/May 1994.  During this conference, the small island developing states of the Caribbean requested GS/OAS assistance in developing a project on adaptation to climate change for submission to the GEF.  A regional technical consultation took place in Barbados in September 1994, with the active participation of the countries and CARICOM.  The written inputs received from the various countries and the comments made at the Barbados meeting were incorporated into a revised project document which was subsequently submitted to all the member states of the GEF Caribbean Constituency for consideration and approval.  Once this process was completed, the project was submitted to the Council of CARICOM Ministers of Foreign Affairs for consideration.  The Ministers of Foreign Affairs endorsed the project and mandated that it should be transmitted to the GEF.

14.	The GEF Council approved the project as part of its Work Program in May 1995.  The countries and CARICOM have maintained an active level of participation throughout the project preparation phase.  A Project National Focal Point (NFP) has been designated for each country.  During the project preparation phase, two regional workshops and a national consultation workshop took place in each of the eleven participating countries.  A third regional workshop on the project was held as part of the pre-appraisal review of the project document.  

15.	After appraisal of the project in May 1996, the Second Session of the Conference of the Parties (COP2) issued guidelines for national communications (July 1996).  Given that the CPACC project design was finalized prior to the issuance of this guidance, it was decided to remove the national communications component from the project in response to requests from most CPACC participating countries that indicated their wish to apply for separate national communications enabling grants.

2.  	
the project
Project Objectives

16.	The project's overall objective is to support Caribbean countries in preparing to cope with the adverse effects of global climate change (GCC), particularly sea level rise, in coastal and marine areas through vulnerability assessment, adaptation planning, and capacity building linked to adaptation planning.  More specifically, the project will assist national governments and the University of the West Indies Centre for Environment and Development (UWICED) to:  (i) strengthen the regional capability for monitoring and analyzing climate and sea level dynamics and trends, seeking to determine the immediate and potential impacts of GCC; (ii) identify areas particularly vulnerable to the adverse effects of climate change and sea level rise; (iii) develop an integrated management and planning framework for cost-effective response and adaptation to the impacts of GCC on coastal and marine areas; (iv) enhance regional and national capabilities for preparing for the advent of GCC through institutional strengthening and human resource development; and (v) identify and assess policy options and instruments that may help initiate the implementation of a long-term program of adaptation to GCC in vulnerable coastal areas.
Project Description

17.	The project will follow a regional approach; it will be executed through the cooperative effort of all eleven participating countries and through a combination of national pilot/demonstration actions and regional training and technology transfer linked to adaptation planning (see Annex 10 for information on pilot project distribution among participating countries).  This approach seeks to strengthen regional cooperation and institutions, and to provide cost-effective means for adaptation planning, data collection, and sharing of information, skills, and project benefits.  The project will seek to build on existing institutions and experiences, and to liaise with other important regional initiatives and programs underway in the Caribbean.  Project activities will focus on planning for adaptation to GCC in vulnerable areas, including regional sea/climate data collection and management, impact and vulnerability studies, and the assessment of policy options through a series of regional activities and pilot studies.  These enabling activities will be complemented by selective capacity-building activities, aimed at creating or strengthening endogenous conditions and capabilities necessary to prepare a long-term program for adaptation to GCC.  The project will execute a comprehensive program of human resource development for upgrading the skills of technicians and officials from participating countries in areas relevant to GCC and adaptation planning.  (See Annexes 1-8 for additional information on each component.)  Project execution will take four years and involve both regional and pilot-based components.  The four regional components include the following:

	(a) 	Design and Establishment of Sea Level/Climate Monitoring Network (US$823,900).  The sea level/climate observation network proposed for installation in each of the eleven participating countries will include a standardized set of instruments to measure water level, vertical land motion (which affects the relative relationship between sea surface and land interface), air and sea temperature, wind velocity, precipitation, and other site-specific ancillary variables.  The network will be composed of 18 state-of-the-art gauges generating digitized data available in near real time by satellite telemetry or telephone.  In addition, each tide gauge bench mark will be fixed in geocentric coordinates so that the vertical movement of the land can be distinguished from sea level changes (local tide gauges measure a combination of the two).  The U.S. National Ocean Service of the National Oceanographic and Atmospheric Administration (NOAA) has been involved in the installation of tidal gauges around the world as part of the Global Sea Level Observing System (GLOSS), and will act as lead agency in the installation of the proposed network.  Each participating country will be directly involved in the selection of sites, and designated national agencies, such as the National Weather Service, will manage their individual observatories.  The Caribbean Meteorological Institute (CMI) will be the lead regional agency, and will take on the responsibility of overseeing the network after project completion.  To assure long-term financing for this activity, the project will establish the Tidal Gauge Replacement Fund (US$50,000) as an earmarked account within CMI for the maintenance and replacement, as needed, of the sea level tidal gauges.  It is expected that the Tidal Gauge Replacement Fund would be supplemented or replenished through the collection of data user fees, where appropriate, and other related contributions.  (See Annex 1 for additional information on expected outputs, timing, implementing institutions, and related programs.)
 
	(b)	Establishment of Databases and Information Systems (US$392,000).  The data bases and information system to be established under this component will form the backbone for the participating countries in their efforts to plan for adaptation to climate change.  The information system will allow key regional and national institutions to acquire, analyze, store, and disseminate data on climate change and the impact on natural and manmade systems.  It will facilitate access to the information on a wide range of public and private sector users and researchers, and will also serve to facilitate project management and monitoring and evaluation by linking Regional Archiving Centers with the data bases of the National Implementation Coordinating Units (NICUs) and the Regional Project Implementation Unit (RPIU).  Each one of these nodes will be provided with the necessary software for data base management, data visualization and display, INTERNET communication, and web browsing.  Appropriate training will be provided upon installation of the system, as well as ongoing technical support.  (See Annex 2.)

	(c)	Inventory of Coastal Resources and Use  (US$690,100).  The objective of this component is to further develop each participating country's inventory of coastal resources so as to provide the necessary baseline data for the execution of other project activities.  Coastal resource data needed for the proposed project include coastal physical characteristics, natural environments, and information on the use of coastal areas and resources.  The inventory takes into consideration the widely varying coastal zone resources, existing inventories, and analysis capabilities in the region.  Under this component, all eleven participating countries will acquire a Geographic Information System (GIS) capability, and existing data will be collated and computerized.  A regional training course will be provided in resource inventory preparation.  (See Annex 3 for more details on this component.)

	(d)	Formulation of a Policy Framework for Integrated Coastal and Marine Management (US$299,700).   This component will support the development of a generic policy framework for the preparation of ICZM legislation throughout the region.  The framework will incorporate mechanisms for planning for adaptation to climate change, including specific tools such as land use guidelines and disaster contingency planning.  A draft framework will be presented at a regional meeting of CPACC representatives for review and training, and in-country consultations will be conducted to assist in adapting the framework to meet specific country needs.  Countries requesting special support (zoning, building controls, etc.) will be offered direct assistance.  A public awareness and education program will also be conducted.  (See Annex 4.)

	The pilot-based components include the following:

	(e)	Coral Reef Monitoring for Climate Change (US$405,900).  This component is designed to increase existing knowledge about the extent and sources of coral reef degradation in three countries (the Commonwealth of the Bahamas, Belize, and Jamaica).  Building upon ongoing work on coral reef monitoring throughout the region, this component will establish a long-term monitoring program which over time will show the effects of global warming factors (temperature stress, sea level rise, and hurricanes) on coral reefs (see Annex 5, Table 5.3 for information on related programs).  Under this component, a subregional forum of specialists from government, NGO, and CARICOM institutions, as well as experts from the scientific community, will identify the methodologies to adjust and extend current monitoring efforts of global warming impacts on Caribbean reefs.  The activities will depend heavily on the inventory work of Component (c) above, and will consolidate information from past inventories with that extracted from the current monitoring efforts.  In addition, specific activities will be dedicated to public awareness, education, and transfer of technology.  Regional meetings will take place to review the monitoring program and to train country specialists from other countries on monitoring methodologies and lessons learned.  (See Annex 5 for additional information.)

	(f)	Coastal Vulnerability and Risk Assessment  (US$433,400).  Three countries (Barbados, Grenada, and Guyana) have agreed to participate in the development of vulnerability and risk assessments for their coastal areas.  The component will begin with a review of coastal vulnerability assessment models and the application of the IPCC common methodology in these three countries and throughout the region.  With the execution of the three vulnerability and risk assessments, representatives from these three countries will receive special training, and information will be transferred throughout all the agencies dealing with coastal zone management issues.  A regional workshop will be held to present the results of the three case studies to the entire region.  Manuals will be prepared for the execution of coastal vulnerability and risk assessments, and a public awareness and education program will be conducted to raise the level of public consciousness concerning the vulnerability of coastal areas.  (See Annex 6.)

	(g)	Economic Valuation of Coastal and Marine Resources  (US$312,300).  This component will include the design and implementation of pilot studies in the Commonwealth of Dominica, Saint Lucia, and the Republic of Trinidad and Tobago on the economic valuation of resources in selected coastal ecosystems at risk from sea level rise.  Each of the three pilot studies will focus on an ecosystem and associated economic activities.  Using existing information and input from other project components, the pilot studies will identify resources of significance, resource uses, and threats from sea level rise.  Each pilot study will then use alternative approaches to estimate market and non-market values of resources at risk.  The pilot studies will illustrate the use of valuation data, in some cases by demonstrating the development of environmental accounts with linkages to national accounting frameworks, in others by demonstrating cost-benefit and other decision-making frameworks for selecting among environmental management approaches. Capacity-building activities under this component will include the training of regional and local personnel in the use of alternative resource valuation strategies, the development of environmental accounts, and cost-benefit analysis.  In addition, the results of the pilot studies will be used to develop and disseminate appropriate techniques for use throughout the region.  (See Annex 7.)

	(h)	Formulation of Economic/Regulatory Proposals (US$ 189,000).  This component will implement two pilot studies in Antigua and Barbuda and Saint Kitts and Nevis to demonstrate the design and use of economic and regulatory approaches to environmental protection in response to threats from sea level rise.  The component will demonstrate how innovative approaches to environmental regulation, such as the use of economic incentives, can provide flexible, cost-effective alternatives to traditional “command and control” regulatory policies.  In addition, the two pilot studies will address methods for generating funds to finance other programs aimed at mitigating the impacts of global climate change.  Under this component, local and regional personnel will be trained in the design of economic-based regulations and other innovative approaches for coastal and marine management, as well as in program finance for environmental management.  The results of the pilot studies will be used to develop training materials for use in regional workshops and will serve as input for the development of a region-wide policy framework.  (See Annex 8 for details.)

3.  	PROJECT COSTS AND FINANCING
Project Costs and Financing

18.	Project costs are estimated at US$6.3 million.  Adaptation planning activities are estimated to cost US$3.5 million (56% of total cost), of which US$2.2 million (35% of total cost) will be generated by the four regional components and US$1.3 million (21% of total cost) by the four national pilot components.  Regional project implementation/capacity building activities will cost US$2.1 million (33% of total cost).  Executing Agency costs are estimated at US$670,000 (11% of total cost).  The project will be financed by a GEF Trust Fund grant of US$6.3 million.  (See Annex 14 for detailed project cost tables.)
Incremental Costs

19.	As the project constitutes an "enabling activity" under Article 12 of the FCCC and would implement Stage I adaptation and related capacity building activities, as defined by the INC/FCCC at its Tenth Session, total project and executing agency costs, amounting to US$6.3 million, are considered as agreed full incremental costs and would be eligible for GEF funding.  Consequently, an incremental cost analysis has not been prepared.  The incremental costs of the Executing Agency will terminate at the end of the project.
Procurement

20.	Procurement for the project will include consultant services, computers, scientific equipment, one vehicle, and general office equipment, materials, and supplies.  The project will also provide funding to the CMI for the establishment of an earmarked account, the Tidal Gauge Replacement Fund, to assure long-term financing for the maintenance and replacement, as needed, of sea level tidal gauges.  The GS/OAS will be reimbursed for its costs as Executing Agency under this project (including remuneration for GS/OAS project core staff, communications, and travel and per diem).  The selection and appointment of consultants will be made in accordance with the August 1981 Guidelines for the Use of Consultants by World Bank Borrowers, while the procurement of goods will be processed in accordance with the January 1995 Guidelines for Procurement under IBRD Loans and IDA Credits (revised January and August 1996).  Procurement arrangements are presented in the Summary of Procurement Arrangements Table, Schedule B and summarized below:

	(i)	Consultant Services:  The project will finance technical assistance and training (including travel and per diem).  The selection of consultant firms for services valued at US$75,000 or more will be subject to prior Bank review (Terms of Reference, budgets, letters of invitation, evaluation, and proposed contracts).  For individual consultants, prior Bank review (TOR, qualifications, and conditions of employment) will be required for contracts valued at US$50,000 or more.  Below these limits, Bank prior review would apply only to TORs.  The GS/OAS standard “Performance Contract” will be used to hire project staff and individual consultants, including staff based at GS/OAS headquarters and UWICED.  In the case of consulting firms, the GS/OAS contract form would be used, but it would be adjusted to include the Bank’s standard clauses on, inter alia, confidentiality, conflicting activities, sub-contracting, and the law governing contracts and language.

	(ii)	Goods:  Computers and remote sensing images in packages valued at more than US$100,000 will be procured under Limited International Bidding (LIB), due to small aggregate contract values for these items.  Specialized scientific equipment (i.e., sea level tidal gauges and telemetry equipment) valued at US$350,000 will be purchased through direct contracting.  Because of the highly specialized nature of this equipment, it is obtainable from only one source.  Office supplies/materials/ communications and one project vehicle in packages valued less than US$100,000 will be procured under national or international shopping.  All LIB contracts and direct contracting documentation will be subject to the Bank’s prior review.  Documentation related to shopping procedures will be subject to ex post review by the Bank during field supervisions.  The prior review arrangements will result in ex ante review by the Bank of approximately 50% of all Bank-financed items by value.  As the project Executing Agency, the GS/OAS will also assume a major role in the review of procurement arrangements.
Disbursement

21.	Disbursements of the proposed grant over four years are estimated to be US$1.9 million, US$1.5 million, US$1.6 million, and US$1.3 million for each year, respectively.  They are presented in the Summary of Disbursement Arrangements Table, Schedule B, the Disbursements by Category Table (below), and summarized as follows:  (i) 100% of the expenditures for goods (for all computers, scientific equipment, one vehicle); (ii) 100% of the expenditures for consultant services and training; (iii) 100% of the CMI subgrant for tidal gauge replacement; (iv) 100% of operating costs (including office supplies, communications, travel and per diem, and staff remuneration incurred by the Grant Recipient/Executing Agency in coordinating and supervising project activities); and (v) Regional Project Implementation Unit (RPIU) operating costs (including communications, office supplies, maintenance, and utilities).  Disbursements will be made on the basis of Statements of Expenditure (SOEs) for all expenditures for:  (i) contracts for consultant services by firms whose contract value is below US$75,000; (ii) contracts for consultant services by individuals whose contract value is below US$50,000; (iii) contracts for goods valued below US$100,000; and (iv) contracts for training, Grant Recipient/Executing Agency operating costs, and RPIU operating costs.  Supporting documentation will be retained for review by Bank supervision missions.  All other disbursements will be made against fully documented withdrawal applications.


DISBURSEMENTS BY CATEGORY

Disbursement Category
Amount of Grant Allocated
(US$ 000)
% Financing
1.  Goods
1,158.6
100%
2.  Consultants’ Services and Training
4,326.2
100%
3.  CMI Subgrant for Tidal Gauge Replacement
    50.0
100%
4.  RPIU Operating Costs
    95.3
100%
5.  Grant Recipient/Executing Agency Operating Costs
   669.9
100%



Total for All Categories
6,300.0

Accounts and Auditing

22.	The General Secretariat of the Organization of American States (GS/OAS) will maintain separate accounting for project expenditures.  To facilitate project implementation and expedite disbursements, GS/OAS will open and operate a sub-account within the OAS Treasury Fund, an existing omnibus account of the GS/OAS in a commercial bank acceptable to the World Bank.  The authorized allocation to the Special Account will be US$500,000.  An amount equivalent to 90 days of anticipated expenditures will be advanced from the Special Account to an account established by the Regional Project Implementation Unit (RPIU) within the University of the West Indies Centre for Environment and Development (UWICED).  The advance will be used to meet expenditures in the regions where project activities will take place—namely, Antigua and Barbuda, Commonwealth of the Bahamas, Barbados, Belize, Commonwealth of Dominica, Grenada, Guyana, Jamaica, St. Kitts and Nevis, St. Lucia, and Republic of Trinidad and Tobago.  Subsequent advances to the RPIU within UWICED would be given only upon their accounting for the advances previously received.   The GS/OAS will be responsible for the preparation and submission of regular replenishment requests with appropriate supporting documents for expenditures incurred.  Such requests should normally be submitted on a quarterly basis.  The documents that accompany replenishment applications should include the following:  a reconciliation statement for the Special Account showing deposits received from the Bank; the amount advanced to the RPIU within UWICED; the date on which this advance was made; and the amount awaiting documentation from the RPIU with an explanation for the delay.

23.	All project accounts will be audited annually by independent auditors acceptable to the Bank in accordance with generally accepted accounting procedures.  The auditors will review the project's financial records to determine if the expenditures match the approved work program and if satisfactory procedures of record-keeping are being used.  Copies of the audited statements will be sent to the Bank within four months of the end of the fiscal year.  The auditor's report will include an opinion on the quality and accuracy of the methods employed in compiling the statements of expenditures, the relevance of supporting documents, and the standards of record-keeping and internal controls.  

4.  	  PROJECT ORGANIZATION AND IMPLEMENTATION
Project Organization

24.	The General Secretariat of the Organization of American States (GS/OAS) will be the Grant Recipient/Executing Agency for the project.  The GS/OAS will execute the project under the supervision of the Bank as GEF Implementing Agency, and under the guidance of a Project Advisory Committee (PAC).  The GS/OAS will be responsible for disbursements to the regional project office, technical supervision, and overall project quality assurance (see Annex 11 for detailed Terms of Reference).

25.	The Project Advisory Committee (PAC) will provide policy guidance, review implementation progress and work programs, and evaluate project results.  The PAC will be comprised of one representative from CARICOM, who will chair the PAC; the region’s representative from the GEF Council; two representatives of the NICUs; and one representative each from UWICED, the UNEP’s Caribbean Environment Programme, the UNDP, and the regional/local NGO community.  The Regional Project Implementation Unit (RPIU) will act as technical secretariat to the PAC on behalf of the GS/OAS.  A CARICOM representative will serve as the Chairman of this committee, and a UWICED representative will serve as the Deputy Chairman.  The PAC will meet at least annually, at the invitation of the GS/OAS.

26.	The Regional Project Implementation Unit (RPIU) will be established to ensure effective coordination and management of project activities at the regional level, as assigned by the GS/OAS.  The RPIU will be established in the Centre for Environment and Development of the University of the West Indies (UWICED), a regional institution with a mandate suitably related to the project.  For this purpose, UWICED will establish an office on the Barbados campus of the University of the West Indies.  The RPIU will be a unit within UWICED Barbados, and will be under day-to-day administrative control of UWICED. 

27.	As a prerequisite to participation in the project, each country will be required to designate a national institution to serve as a National Implementation Coordinating Unit (NICU).  The NICUs, working in close collaboration with the RPIU and the GS/OAS, will facilitate project implementation at the national level.  The institutional location of the RPIU and the NICUs in existing regional and national institutions will constitute the main vehicle for strengthening those institutions and creating effective information networks.  During project execution, the functions of the RPIU and the NICUs will be progressively integrated into the regular programs of their respective host institutions.  
Project Implementation

28.	Project components will be carried out on both a region-wide basis and on a pilot scale.  The regional activities will be carried out in all eleven participating countries, while the pilot activities will take place in selected island states.  During the project preparation phase, each participating country, assisted by the executing agency, selected one pilot activity for implementation in their country.  This selection process took into account national priorities, stakeholder interest, existing institutional capacity, and readiness to commit the necessary local support.  (See Annex 9 for a project timeline and Annex 10 for pilot project distribution among participating countries.)

29.	The RPIU will be staffed by a Regional Project Manager, with expertise in environmental management and planning; a Deputy Project Manager/Human Resources Development specialist; an Information Systems Coordinator/GIS specialist; a Coastal Zone Management specialist; an accountant/financial controller; and support and administrative staff.  A Regional Network Coordinator with expertise in climate and sea level monitoring will be located in the Caribbean Meteorological Institute, responsible for coordination and technical support to the network of tidal and climate gauges.  RPIU staff will provide direct technical support to the NICUs to be designated by each participating country.  (See Annex 11 for a more detailed discussion of RPIU responsibilities.)

30.	Project implementation arrangements between the RPIU and the NICU will take the form of standard Technical Cooperation Agreements between the GS/OAS and agencies of participating governments.  The agreements will state responsibilities and privileges of each party, and describe the products and services to be provided under the agreement. 
Project Supervision

	31.	The GS/OAS as Executing Agency will be responsible for ensuring project quality and timely implementation.  The Bank, as Implementing Agency, will be accountable to the GEF Council for consistency of project implementation with authorized activities and agreed objectives.  Bank supervision is expected to require six staff weeks per year.  Missions are planned for six-month intervals to supervise progress.  A Mid-Term Review will take place at the end of the second year of effectiveness to assess project implementation and monitoring and evaluation procedures, and to introduce necessary adjustments.
Monitoring and Evaluation

32.	A monitoring and evaluation program has been developed to provide information on the success of the project in meeting its objectives, and on operational and cost efficiency.  A set of key indicators will be used to assess project performance in these areas and to facilitate the introduction of adjustments when necessary.  The key indicators are based on the list of expected project outputs.  An initial workshop, a mid-term review, and a final meeting will be an integral part of the review and evaluation process, as well as the inputs from the PAC.  (See Annex 12 for the project monitoring and evaluation plan.  Annexes 1-8 also detail the expected project outputs by component.)
Reporting Requirements

33.	The RPIU will prepare detailed Quarterly Activity and Financial Reports documenting the execution of project components in each participating country as measured against the key performance indicators.  These will be supplemented by periodic Technical Reports submitted by consultants and external M&E reviewers.  Semiannual Progress Reports will be prepared by the GS/OAS in a format satisfactory to the Bank.  The semiannual reports will integrate information from the detailed quarterly reports and periodic technical reports to assess the progress made towards the achievement of objective level results.  See Annex 12 for a detailed description of the reporting requirements.
Mid-Term Review

34.	The GS/OAS and the Bank will conduct a Mid-Term Review at the end of the second year to evaluate project implementation arrangements.  This review would serve to assist the GS/OAS and the Bank in the identification of both positive experiences and implementation problems and bottlenecks in order to fine-tune the project and determine any needed modifications during the second half of the project implementation period.  The Mid-Term Review will evaluate the efficiency and impact of the different components, monitoring and evaluation procedures, and  the effectiveness of regional and national institutional development activities.  It will be carried out by independent consultants under terms of reference and contracting procedures agreed with the Bank.  Inputs to the Mid-Term Review will include semiannual progress reports, recommendations from project external and internal audit reports, and additional reviews or studies contracted by the GS/OAS.  A regional workshop to discuss the findings of the review will be held at this time.
Implementation Completion Report

35.	The GS/OAS will prepare an Implementation Completion Report within three months of the end of the Bank’s supervision period.  This report will evaluate the implementation effectiveness of each component, and the ultimate success of the project in meeting its stated objectives.  
Environmental Aspects

36.	The project is classified as "C."  The project will have important positive environmental effects in the long term by:  (i) promoting the protection of coastal and marine resources through appropriate adaptation planning; and (ii) strengthening the regional and in-country capability to manage coastal and marine resources under the adverse conditions created by GCC.

5.  	PROJECT JUSTIFICATION
Rationale for GEF Funding

37.	The Intergovernmental Negotiating Committee for a Framework Convention on Climate Change (INC/FCCC) agreed at its tenth session that adaptation to the adverse effects of climate change will require short, medium, and long-term strategies which should be cost effective, take into account important socioeconomic implications, and be implemented on a stage-by-stage basis in developing countries that are Parties to the Convention.  INC/FCCC further agreed that the Conference of the Parties would entrust the GEF to meet the agreed costs of short-term (Stage I) activities required by Article 12.1 of the Convention.  Such activities may include studies of the possible impacts of climate change, identification of options for implementing the adaptation provisions (especially the obligations contained in Articles 4.1(b) and 4.1(e) of the Convention), and relevant capacity building.  Proposed project activities are fully consistent with this guidance from the Convention and are therefore eligible for GEF funding.

38.	Beyond the issue of strict eligibility and the desirability of assisting Caribbean countries to fulfill their commitments under the FCCC, a number of factors makes GEF support to this project desirable.  The project will:  (i) promote the protection of coastal areas and international waters from the effects of both ongoing expansion of human activities and impending global climate change (GCC); (ii) encourage a regional cooperative effort for addressing the issues of adaptation to GCC; (iii) generate sea level/climate information for worldwide use and benefit; (iv) initiate a planning process for making future economic development viable in an area of the world heavily dependent on its coastal zone and seriously threatened by the prospect of sea level rise; (v) provide an appropriate vehicle for assisting those countries of the world which, while contributing very little to global warming, are the most affected by its consequences; (vi) develop new options and means for dealing with GCC; (vii) apply innovative technology for the assessment of coastal vulnerability; and (viii) serve as a model for other countries of the Caribbean basin and other regions with comparable needs and means.
Lessons Learned from Bank/OAS Experience

39.	The management of regional projects with participation by a large number of beneficiary countries poses special challenges to the implementing agencies.  The Bank/OAS experience in executing regional projects has demonstrated how different national priorities and capacities must be taken into consideration when designing individual country participation in project activities.  The project is designed to respond to this requirement with two general types of activities:  (i) pilot studies in one or more carefully selected countries, aimed at producing relevant information and experience for all beneficiaries, and (ii) regional activities, including technical meetings, training workshops, capacity building activities, and the establishment of data bases and networks, which will be open to all beneficiary countries.  Important project implementation instruments will include:  (i) technical cooperation agreements with country governments to set the conditions and responsibilities governing country participation in the project; (ii) performance contracts with consultants and non-governmental institutions to acquire technical services for the project; and (iii) Cooperation Agreements or Memoranda of Understanding with regional and multilateral institutions to establish participation of other agencies in the project.  Experience in preparing the GEF/World Bank-financed Organization of Eastern Caribbean States (OECS) Waste Management Project and the Wider Caribbean Initiative Project identified the need for a strong and autonomous region-based project coordination unit with the necessary authority to ensure effective project implementation.  These lessons and those learned from OAS projects have been integrated into the design of the CPACC project.
Linkage with Other Programs

40.	The project will seek to build on existing institutions, experiences, and initiatives.  It will liaise with regional intergovernmental bodies, such as the IPCC, and other programs in the region, such as UNEP's CEP and USAID's Coral Reef Initiative and Caribbean Disaster Mitigation Project.  The RPIU will establish exchange mechanisms (workshops, committees, and technical meetings) and sign Cooperation Agreements or Memoranda of Understanding with multilateral and regional organizations in order to ensure their participation in project activities.  Collaboration with UNEP during the final phase of preparation and implementation will be particularly important in view of its expertise and existing projects in the region in the areas of impact and vulnerability assessment, development of adaptation options, ICZM, and establishment of monitoring networks.  UNDP's participation in the PAC will facilitate coordination of capacity building activities, as necessary.  (See Table 3 of Annexes 1-8 for information on relevant national and regional programs.)
Project Sustainability

41.	The Caribbean region's active involvement in GCC initiatives to date provides a solid foundation for initiating proposed project activities.  Continued country commitment to FCCC objectives and the creation of regional and national institutional capacity to plan for adaptation to climate change will be the determining factors in long-term project success and sustainability.  Project activities and implementation arrangements will be designed to enhance the likelihood of sustainability over the long-term.  Specifically:  (i) the project will not create a separate organization to plan for GCC, but rather will strengthen existing regional and government institutions; (ii) the project will support and further develop international and intergovernmental programs, networks, and organizations aimed at addressing the issues of GCC and sustainable development; (iii) the development of a permanent nucleus of expertise and regional capability for adaptation planning will allow the countries to sustain the planning process initiated with the project; (iv) the project will be linked to the National Environment Action Plans and existing National Development Plans of all participating countries; (v) all recurrent functions of the regional and national implementing units will be fully integrated during the course of project execution into their host institutions' regular programs; and (vi) cost recovery and revenue instruments from both the public and private sectors will be identified for the purpose of financing recurrent costs.

42.	The CPACC project is intended as the first stage of a comprehensive, long-term program of adaptation to GCC, and will serve as the basis for further capacity building, implementation of minimum-cost measures identified by the CPACC project, the preparation of long-term adaptation plans within an ICZM framework, and the formulation of technical assistance and investment projects.
Participatory Approach

43.	CARICOM countries participating in the project have been actively involved in project preparation.  In September 1995, all designated CPACC National Focal Points (NFP) convened in Barbados for the first regional project preparation workshop.  Between November 1995 and January 1996, each country held a national consultation on the project.  These consultations, which were attended by various stakeholder groups, were decisive in defining the nature of each country's participation. Following the consultations, each country submitted a national report that delineated, among other elements, their diverse needs and priorities for adapting to climate change and linkages with ongoing projects and programs.  As a first step towards consolidating the region's "ownership" of the projects, these reports were also instrumental in determining the locations of the pilot projects, national and regional institutional capacity, and areas for human resource development.  A second regional workshop was held in Dominica in January 1996, during which the CPACC National Focal Points agreed on the basic elements of the project's workplan and management structure.  During the third regional workshop held in St. Kitts and Nevis in May 1996, participating country representatives had the opportunity to comment extensively on the pre-appraisal draft of the project document, and to suggest changes and clarifications for discussion during project appraisal.
Project Benefits

44.	Global benefits will include:  (i) long-term protection provided by appropriate adaptation planning for coastal and marine resources and ecosystems and international waters; (ii) generation of information related to sea level, climate, vulnerability, and economic matters for worldwide use; and (iii) development of vulnerability assessment technologies, policy options, and a regional approach for dealing with GCC.  Regional benefits will result from the project's contribution to:  (i) strengthening a regional network of GCC-involved institutions, building the region's adaptation planning capability, and supporting GCC-related international and intergovernmental programs in the region; and (ii) providing the basis for CARICOM member governments to agree on a regional strategy for dealing with the GCC threat.  
Project Risks

	45.	The main risk of the project is related to the difficulty of ensuring effective and efficient implementation due to the multiplicity of countries and institutions involved.  Assigning project execution to the GS/OAS will minimize this risk because of its considerable experience in the management of regional projects in the Caribbean and other regions of the hemisphere.  Another important risk concerns existing uncertainties about the expected degree of GCC-induced sea level rise.  The project's generation of information on climate, sea level, vulnerability, and economic information, however, will contribute greatly to reducing such uncertainty and to rationalizing future adaptation planning and the management of the GCC threat.  
	
6.  	AGreeD ACTIONS
	
46.	Prior to effectiveness, it was agreed that (i) at least six participating countries will have signed Cooperative Agreements with the GS/OAS; (ii) the Cooperative Agreement between the GS/OAS and UWI will be signed; and (iii) the GS/OAS will prepare and submit an Operating Plan satisfactory to the Bank for the first three months of project implementation.

47.	Dated Covenants:  (i) the RPIU will be established within 60 days of project effectiveness; (ii) the PAC will be established within 90 days of project effectiveness; (iii) no later than 36 months after the date of project effectiveness, the CMI will establish the Tidal Gauge Replacement Fund.
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	Estimated Project Costs by Component
	
	(US$ '000) 
	
	For Years 1-4 of the Project
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	Summary of Procurement Arrangements
	

Caribbean
Planning for Adaptation to Global Climate Change
Procurement Arrangements - Non-ICB/NCB Aggregated as Other
(US$ ‘000)

					Procurement Method  			

International Competitive
Bidding


NCB


   Other


NBF


   Total

A.  Goods /a

—

—
  1,253.9
 (1,253.9)

—
  1,253.9
 (1,253.9)

B.  Technical Assistance /b

—

—
  2,655.1
 (2,655.1)

—
  2,655.1
 (2,655.1)

C.  Training

—

—
  1,671.1
 (1,671.1)

—
  1,671.1
 (1,671.1)

D.  CMI Subgrant for Tidal Gauge Replacement

—

—
       50.0
      (50.0)

—
       50.0
      (50.0)

E.  Executing Agency Costs

—

—
     669.9
    (669.9)

—
     669.9
    (669.9)

Total

—

—
  6,300.0
 (6,300.0)

—
  6,300.0
 (6,300.0)






Note:  Figures in parentheses are the respective amounts financed by the Global Environment Facility.
/a  Includes scientific equipment.
/b  Selection of consultants in accordance with “Guidelines for the Use of Consultants by World Bank Borrowers and by the World Bank as Executing Agency,” August 1981.

	
	
	Summary of Disbursement Arrangements
	
	Estimated Schedule of Disbursement of GEF Grant
	(US$ Million)
	
	Fiscal Year
Year 1
Year 2
Year 3
Year 4
Annual
1.9
	1.5
1.6
1.3
	Cumulative
1.9
3.4
5.0
6.3
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	PLANNING FOR ADAPTATION TO GLOBAL CLIMATE CHANGE PROJECT
	
	
	TIMETABLE OF KEY PROCESSING EVENTS
	
	Time Taken to Prepare:			14 months (February 1995 to April 1996)
	
	Prepared By: 				General Secretariat of the Organization of American States 						(GS/OAS), with the support of CPACC National Focal Points 						in the eleven participating countries.  
	
						GS/OAS Team:  Jan Vermeiren, Zoila Giron, Alfredo Recalde, 					Julian Thomson (USDE); Cesaire F. Granger (CARICOM); 						Mark Griffith, Rasleigh Jackson, Gillian Chambers 							(Consultants).
	
							World Bank Team:  Claudia Alderman, Loretta Sprissler 							(LA3NR), Ellen Newfield (OPRIS), Robert Chronowsky, 							Matthew Mendes (Consultants).
	
	First Bank Mission:			September 1995
	
	Appraisal Mission Departure:	  	May 1996
	
	Date of Negotiations:			December 1996
	
	Planned Date of Effectiveness:		April 1997
	
	Summary Supervision Plan:		The GS/OAS as Executing Agency will be responsible for 							ensuring project quality and timely implementation.  The Bank, 						as Implementing Agency, will be accountable to the GEF 							Council for consistency of project implementation with 							authorized activities and agreed objectives.  Bank supervision 							is expected to require 6 staff weeks per year.  Missions are 							planned for 6-month intervals to supervise progress.  A Mid-							Term Review will take place at the end of the second year of 							effectiveness to assess project implementation and monitoring 							and evaluation procedures and 	introduce necessary 								adjustments.
	
					Technical expertise:  climate change specialist, integrated 						coastal zone management specialist, and natural resources 						economist. 



