Report of the third workshop on
adaptive capacity for marine protected
area governance in the eastern
Caribbean: Communication, community
engagement, and participatory
monitoring and evaluation
Volume 1— Narrative summary

Centre for Resource Management
and Environmental Studies (CERMES)
Facuilty of Pure and Applied Sciences
E M E University of the West Indies
Cave Hill Campus, Barbados

http://www.cavehill.uwi.edu/cermes




Contents

OPENING SESSION .....cciiiiiiiiiiiiiiiiiiiiininitiiiiieiiiiitiiiiieitisieimisiseseseseseststsestssssssstsssssssssssssssssssses 1
PRESENTATIONS ON SECOND WORKSHOP FOLLOW-UP ACTIVITIES .....cccccevvrvreeeccenerrnenes 3
Soufriere Marine Management Area (SMMA) 3
Tobago Cays Marine Park (TCMP) 4
Sandy Island /Oyster Bed (SIOBMPA) 4
Molinere /Beausejour (MBMPA) 5
Woburn/Clarke’s Court Bay (WCCBMPA) 6
COMMUNICATION FOR CHANGE.......ccccittiiiiiiiiiiiiiniiiiiiiiiiiiiiisiiiiiiiiisiiiiisisisisesssssssssssssssssses 7
COMMUNITY ENGAGEMENT: PEOPLE MATTER........cccccevvmureiiiinniirennnmecssoscnsrenesssssssssssssseenne 9
PARTICIPATORY MONITORING AND EVALUATION ....ccccoiiiiiiiniininsinsssssssssssssssssssssssssssssns 11
REFLECTIONS ON THE FIRST DAY ...ouiiiiiiiiiiiiiiiinisssissssssssssssssssssssssssssssssssssssssssssssssssssssssssss 12
INSTITUTIONAL ANALYSIS EXERCISE........cccoiiiiiiiiiiiiiiiiiiiiiiiiiniininnissssssssssssssssssssssssssssssssnes 13
Tobago Cays Marine Park (TCMP) 13
Soufriere Marine Management Area (SMMA) 14
Grenada’s three MPAs........ceceevereecercnene 14
COMMUNITY ENGAGEMENT EXERCISE .......ccccoiiiiiiiiiininninniniiininiiiiiniiiiiiisisisisisisisissssssssssns 15
FIELD TRIP AROUND CARRIACOU AND TO SANDY ISLAND/OYSTER BED MPA ............. 19
REFLECTIONS ON THE SECOND DAY .....cciiiiiiiiiiiiininisinisssssssssssssssssssssssssssssssssssssssssssssssssses 19
FORMULATION OF FOLLOW-UP ACTIVITY ...cciiiiiiiiniiiinssssssssssssssssssssssssssssssssssssssssssssssssssss 20
EVALUATION, NEXT STEPS, CLOSE........cccoiiiiiiiiiiiiiiiiiiiiiiiiniinissninnssssssssssssssssssssssssssssssssenes 22
APPENDICES .....cccoiiiiiiiiininininnnininniiniiniiiimiiiiimmsismsisisisisisismsesisisesssssesssssssssssssssssssssssssssssssssses 24
Appendix 1- Programme 24
Appendix 2 - Participants ......ccceceeeereenneeecennee 25

Citation

CERMES. 2012. Report of the third workshop on adaptive capacity for marine protected area governance in
the eastern Caribbean: Communication, community engagement, and participatory monitoring and evaluation,
Carriacou, Grenada, 30 May — 1 June 2012. Volume 1— Narrative summary. MPA Governance Project.

Centre for Resource Management and Environmental Studies (CERMES), UWI Cave Hill Campus, Barbados.
26pp.

Disclaimer

This report was prepared by the Centre for Resource Management and Environmental Studies (CERMES)
under award NA1TNOS4820012 from the NOS International Program Office (IPO), U.S. Department of
Commerce. The statements, findings, conclusions, and recommendations are those of the author(s) and do not
necessarily reflect the views of the NOS International Program Office (IPO) or the U.S. Department of
Commerce.



Report of third workshop on adaptive capacity for marine protected area governance in the eastern Caribbean

OPENING SESSION

The third workshop of the Centre for Resource Management and Environmental Studies (CERMES) project on
Adaptive capacity for MPA governance in the eastern Caribbean (referred to as the MPA Governance project)
was held at the Sea Waves conference room in Hillsborough, Carriacou. The project is grant funded through a
NOAA Coral Reef Conservation Program - International Coral Reef Conservation Cooperative Agreement,
and is only one of many initiatives of The University of the West Indies (UWI) in Grenada.

The opening ceremony started with a prayer and then followed the programme in Appendix 1. Davon Baker,
Chairman of the Sandy Island Oyster Bed (SIOB) MPA chaired the opening. He welcomed participants in
Appendix 2 to Carriacou and noted that this third workshop was timely in view of the many initiatives at the
SIOBMPA and plans for stronger networking of MPAs in the Grenadines Islands.

The Chair introduced Roland Baldeo, Grenada’s MPA Coordinator,
and invited him to give brief remarks. Mr. Baldeo noted that the
workshop is at a critical time in Grenada MPA planning. He
informed participants that a significant juncture has been reached
where a new governance structure for MPAs has to be set up. The
MPA regulations that dictate how MPAs should be governed will be
amended to provide for involvement of stakeholders through co-
management. Baldeo highlighted two upcoming initiatives of
particular importance to Grenada MPAs: 1) the Sustainable Finance
Project which will provide much needed trust funds for MPAs and will
be essential for long term development of MPAs in Grenada; and 2)
support for management of the SIOBMPA by the CARIBSAVE partnership due to begin later this year.
Additionally, he mentioned the Global Environment Facility (GEF) project and its significance for MPAs
nationally. Mr. Baldeo indicated that there has been a new national awareness and appreciation for MPAs.

Some of the activities hosted by the MPAs have been emulated by other organizations. He was proud to
announce that UNEP will showcase Grenada’s MPA achievements at Rio+20 and noted that “we are glad for
those opportunities...as we move ahead we are optimistic about the future.” He said that he was pleased the
workshop was being held in Carriacou since this was where Grenada’s first MPA formed. He wished that all
participants would benefit from the workshop.

After Mr. Baldeo’s remarks, Mr. Baker stated that it was heartening to hear about the initiatives that are in
the pipeline for Carriacou. He noted that a lot of work has been done at SIOBMPA with limited resources. He
mentioned the desperate need for a full time manager. In looking around at the participants he noted there
wads an interesting mix of people from the Caribbean and beyond. He was glad that the workshop was held
being in Carriacou since the Ministry of Carriacou and Petite Martinique Affairs is fully supportive of MPAs
nationally and generally of the environment. Mr. Baker introduced Senator The Honourable George Prime,
Minister of Carriacou and Petite Martinique Affairs, to deliver the opening address to workshop participants.

Senator Prime reiterated that it was a pleasure to see the workshop being held in Carriacou. He stated that
Grenada and Carriacou must remain faithful to creating a more equitable world. He stated that: “We believe
that these values are an emulation of our people. We want to see the narrowing of a gap between those who
have too much and those who don’t have enough to survive. We want to affirm the virtues of working together
for a common end. The participatory approach and communication is vital. As a Caribbean family we must
remain unapologetic in our commitment to the protection of the environment, guarding it jealously not only for
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ourselves but for future generations. It is in this context that the present government pledges to reverse the
damage negligently or deliberately done...We hope these sessions you are about to embark on will bring
these issues to the fore.” He noted that governance has much to do with connection, interaction and the
“voyage” and is dependent on how many people are engaged and influenced.

The minister gave a brief overview of the importance of marine ecosystems particularly to SIDs, noting that
globally a high percentage of people live on the coast. With particular reference to Carriacou he stated that:
“Our people are boat people. We live by the boat and die by the boat...Not only are we close to coastal
areas but our economies are heavily reliant on tourism.” He told participants that his administration has sought
to protect coral reefs. Those who use the environment must do so sparingly and with respect. Steps have been
taken towards this by protecting the SIOB. User fees have been implemented. The Oyster Bed is a safe haven
during the hurricane season and is an important nursery area. He noted, however, that unregulated coastal
development persists. Sand mining is an issue in Carriacou and the laws have been strengthened to address
fines in order to control the practice.

The Minister informed participants of the SIOBMPA model, stating that this MPA led the way in protection of
marine and coastal areas by being the first MPA in Grenada to be implemented. He provided participants
with an overview of the objectives of MPA. Special mention was made of the desire to eliminate disposal of
waste in the MPA over the next five years as well as reducing anchor damage. He noted that the importance
of effective management and governance is now on the minds of everybody in government, civil society and
the community. The importance of effective management is critical. Government is committed to the creation of
protected areas. Senator Prime noted that government has taken a hands-on approach to MPAs by paying
attention to human resources (through the appointment of a MPA coordinator and wardens) and financing
(through commitment to multilateral agreements such as the Caribbean Challenge and LBS protocol). The
Ministry of Carriacou and Petite Martinique Affairs played a critical role in the establishment of the SIOBMPA
which provided momentum for Molinére-Beauséjour (MBMPA) and Woburn/Clarke’s Court Bay (WCCBMPA).
The Ministry is responsible for day-to-day operations of the SIOBMPA and is providing an interpretation
centre. The Ministry also seeks external support thorough opportunities such as the Caribbean Local Economic
Development Program (CARILED). Through CARILED Grenada and Carriacou will benefit from CDN$23.8
million. Grenada is one of three countries that signed the regional cooperation framework. In closing Senator
Prime told participants that “we (the ministry and people from Grenada and Carriacou) are committed to the
environment.” He wished all participants a successful three days and told them that the Ministry is supportive
of what is being done.

CERMES project manager, Patrick McConney, introduced the slide presentation on “CERMES and SusGren
overviews of MPA governance in the Grenadines” delivered by Orisha Joseph of Sustainable Grenadines Inc.
He said that in view of the workshop focus on communication, community engagement and participation it was
fitting to review the great many accomplishments in these areas that had been made in the Grenadines via a
number of different projects and partnerships. This was part of the institutional memory needed to appreciate
what had already been done that was available to learn from and improve in the way forward. The slides
presented by Ms Joseph are in Volume 2 of this report.

Coverage of the brief opening was provided by the Government Information Service. Refreshment followed.

WORKSHOP OBJECTIVES AND EXPECTATIONS

After the break Patrick McConney of CERMES reviewed the workshop programme and invited participants to
introduce themselves given a few new faces. He asked participants to share expectations of what they
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wanted to achieve in the workshop after reminding them of the stated objectives and expectations in the
project proposal (reproduced as a workshop handout). Expectations included the following:

e Most effective way to engage "the community" not stakeholders but area residents

e Communicating to and engaging with "disruptive stakeholders"

e Strengthening communication among stakeholders

e Developing and delivering key messages to audiences

e Engaging stakeholders to support MPA sustainability (e.g. when donor funds are scarce)

e Strengthen ties with media. How?

PRESENTATIONS ON SECOND WORKSHOP FOLLOW-UP ACTIVITIES

Each of the five MPAs had their spokesperson present slides on the background, objectives, methods, results
and key learning from the follow-up activities undertaken since the second workshop in February 2012 (see
Volume 2 of this report). Expectations of the presentations included: an idea of what it was that people did
and reasons for doing it; an explanations of what it was about the activity that was thought to be useful in
building adaptive capacity with respect to matters of resilience and governance; what was learned — not only
the output but experience with organizing the activity, the surprises, etc. Discussion followed each presentation.
The sections below abstract a few points from each. The reader is directed to the MPA Governance project
web site (http://cermes.cavehill.uwi.edu/mpa_governance.html) for the final site reports and presentations.
Compact images of the presentation slides (6/page) are in Volume 2 of this report. Deadlines to finish the
activity reporting were set for each site.

Consultation with Soufriere water taxi operators took place on the

Key learning development of a water taxi rotation scheme, its implementation,

) Certiten o Gl sk and using an advertised standardized price list. They desire to
k= Process of managing conflicts must be formalize a structured arrangement for vessels to be on hire. The
M standardized price list was developed, used for two weeks of the
rotation and revised. Water taxi rotation started with five boats on

a 4-day rotation. Each boat has a chance to be on the beach for 4

m SMMA Inc. continues role of conflict

g management

days at a time between 8am to 4pm. Fishing vessels are also on the
rotation.

One aggressive operator is undercutting pricing and soliciting
business prior to the agreed duration allowed on the beach. The rotation was adhered to by all others.
Licenses to vend and snorkel need to be obtained by all operators. The acquisition of a booth is not confirmed
by the hotel as yet. Operators want to hire a neutral agent to oversee the scheme. Key learning is that
conflicts are not completely resolved, rather only managed. The process of managing conflicts must be
adaptive, and SMMA has a role in conflict management as part of MPA governance.

In discussion it was noted that the water taxi bodies do not function well but operators must meet all safety
requirements. The schedule is printed and is collected by the water taxi operators a few days before the
rotation starts. The Jalousie hotel receives a copy. It is distributed to all. Signage is to be developed. The
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water taxi operators are forming a boaters association so they can apply for hire anywhere. Training in
customer service has already been done, but the problem is how it was done. Water taxi operators were
trained in safety and customer service, but were issued with an identification card with no expiry date
regardless of their service. The hotel does not give work to non-licensed operators. It only recommends
persons who present their license to them. It is a liability issue.

When the TCMP Board came into effect but there was no formal

Wav Forward training in board effectiveness. The activity was a one day training
T it e T il b ol hos workshop for the Board facilitated by Zaidy Khan (CERMES MPA
scheduling meetings. s s H . e
A e specialist) and using parts of the CERMES manual on Training for
(e.g. Marine Biologist). Enhancing Board Effectiveness. Board of Directors self-evaluation,
The board needs to focus on the TCMP Management Plan ol erere . .
espedially “Part 2: Goals and objectives”. responsibilities of Board members, etc. were the focus. Highlighted

Some Board Meetings would be conducted on Union Island
(this would require propercoordination).

in the self-evaluation is that the Board does not have a strategic

Extension of the period of ranger presence in the MPA (i.e. plan and rated themselves as ‘poor’ in fund-raising activities. No
drive towards 24 hrpresence)
There needs to be representation from the community of formal operations manual for the Board exists. The Board did not

Mayreau on the board.

think it was applicable to have a conflict of interest policy.

At the end of self-evaluation, three main considerations were made - formulation of strategic plan focusing on
livelihoods and fund-raising; developing strategies to effectively have communication with stakeholders; and
widening involvement of stakeholders. Issues of concern were inconsistency in scheduling of Board meetings,
the Board being divorced from the issues on the ground, the current management plan being underutilized,
under-representation of community and stakeholders’ interests on the Board, not enough ownership by Board
members and lack of understanding of what is a MPA.

In discussion it was suggested that the TCMP board should network with the boards of other MPAs in the
region. The Boards on Carriacou and Grenada are better connected to the MPAs they are managing while
those in St. Vincent are removed from the situation. Some of the TCMP board members were not sure of what
a MPA should be like and how they should approach MPA management, so they may need pre-adaptive
capacity training. A similar situation exists at the SMMA. A couple of the Board members have never seen the
extent of the area. Some were even not aware that the SMMA was managing the CAMA. It was proposed a
boat ride and snorkel be organized to the SMMA to give Board members an idea of what is being protected.
The current TCMP Board was intended to be the St. Vincent and the Grenadines National Marine Parks
Board. Find some way of getting the middle layer of management on stream while the South Coast Marine
Conservation Area (SCMCA) comes onboard.

After anti-SIOBMPA signs were erected in 2012 the Ministry of Carriacou and Petite Martinique Affairs
recommended stakeholder consultations with fishermen. Meetings were held with fishermen featuring
SIOBMPA co-management board members and the Grenada MPA coordinator. Issues affecting fishermen
were articulated and documented. Fishermen realize the need for the MPA. A core group of fishermen was
formed to engage the Board with greater participation in management and realization of the benefits to the
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community. Lessons learned were to maintain open lines of communication between Board and community.
SIOBMPA is to provide more opportunities for dialogue and to embrace fishermen as a part of the MPA.

Planning for the fishers meeting was particularly difficult and
provided a lot of challenges for coordination. As such it hindered
planning the activity on the ground. It took three weeks to plan the

. —

Lessons Learned

= Maintain open lines of communication

R meeting. It took three days of ground work, consultations and trying
« Need to embrace fishermen as supporters of the MPA to determine the issues. A facilitator was hired from the community
for the meeting. The process is really critical. There must be prior
awareness of board protocols. These are critical in planning.
Despite this painful process the fishermen consultation was useful. It

was good to make the connection between the fishermen and the

government.

In discussion it was noted that a lot of fishermen have a lot of grievances. The MPA covers a wide area. This is
where they make their money. Now that this is isolated from them with no alternative provided it is stirring up
some real tension. They want to be provided with incentives so they can go further out to fish. Educating
people on the need for the MPA is important so they see that they are part of it. Communication is key. The
anti-SIOBMPA fisherman was talked to about the problem and the issue was discussed with him. It is rare to
have a fisherman who organizes a petition. Perhaps the SIOBMPA can use this natural leader to its
advantage. The dialogue with the fishers was overdue and should be continued.

The Board is now optimistic about moving forward, but in all things there is the need for a process and the
fishermen need to be explained the process. They want things now. The Board responsibility is to explain that
process so they have a clear understanding of what they are getting into. It is incumbent on the Board to have
regular meetings and not let there be a lag time. Fishermen also need to have a functioning organization
which can invite the SIOBMPA to meetings. Then it will be on the fishers turf and dialogue may be different.

Laying the Groundwork for the Development of a Business Plan for the MBMPA

Developing terms of reference (TOR) and getting a suitable
consultant for the business plan took 2 months. MPA data were
made available. The consultant identified that snorkeling provided
the greatest amount of revenue. There is a direct link between cruise
ship visitors and the amount of snorkelers. There is a deficit of over
EC$100,000 between operation costs and revenue earned.
Questions for consideration include: How can we deal with the
deficit?; what can be done to increase users?; what about local
users?; what about sourcing grants and donations?; what about
closing down leakages?; and increasing revenue from users?

Key learning included that major changes are needed in adjusting /revising the legislation; the MPA needs to
be run as a business; the need to define who is the ultimate decision maker on policy and practical matters;
there will be conflicts between MPA and stakeholders, so who has the final say?; the MPA needs to be given
financial autonomy. There are opportunities for marketing the MPA, but again there are questions such as:
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what is the MPA market and its characteristics?; who are the MPA clients?; what is the MPA competition?; can
we think of a trading name?

After the presentation the MPA Coordinator mentioned that the MBMPA is at the point where they want to
implement co-management but need to determine how to find the right balance between the current group of
marine business stakeholders (often perceived as foreign) and the resident community of Molinére-Beauséjour.

Discussion was on increasing fees. TCMP recognized the need to raise fees. A proposal for this was submitted
to government and awaits approval. TCMP is paying salaries and operating financially without the assistance
of government. A team is working on branding. The SMMA has been trying for over 8 years to raise fees but,
because it is a co-management board, there is internal opposition coming from tourism. That is why a conflict
of interest policy is valid for these Boards. This is also an issue MBMPA is faced with. Tourism is a member of
the National MPA and MBMPA Board.

In further discussion, empowerment of stakeholders and ownership were mentioned as was getting legal
advice on if the board should be registered as a NGO. Participants asked about the current criteria for
persons to be on a management board and how much representation was needed from the community for
better effectiveness and efficiency without becoming overburdened. The term ‘board’ was thought to have
more prestige than ‘committee’ and may motivate a higher level of engagement.

There were three fishermen consultations and a multi-stakeholder

meeting with fishermen, the yachting sector and marina operators.
Preliminary findings included a lack of coordination and
communication between government departments in the current

¢ Enabling Administration and communication process of WCCMPA planning. There needs to be a clear vision for

systems for EBM approach . . . .
T _ ongoing marine development management planning, an issue also
# More capacity building is needed with

government officials (decision markers) in highlighted by the National Implementation Strategic Partnership

integrated EBM process and systematic steps. (NISP). The activity was to widen and strengthen stakeholders in

# EBM process initiation and process is long and
needs stronger drive , coordination , national
and expert support.

integrated governance.

In an ecosystem-based approach, rather than single sector
management, EBM will seek management that integrates all sectors. A half-day workshop was held with high
level invitations to different ministries. An external facilitator was hired. Presentations were made on Fisheries
Division plans for MPAs, EBM and its applicability. Multi-stakeholder analysis was conducted. Stakeholder
communication was also examined. At this moment the relationships among stakeholders are fairly poor.

Generally it was a good exercise in terms of listening to key institutions and the need for the Fisheries Division
to communicate. It cannot be taken for granted that Fisheries Division can establish MPAs since the Planning
Division has to be informed. The next steps in strategic planning include creation of an enabling environment
for cross-sector engagement as needed for integrated EBM. Key learning includes: Enabling administration
and communication systems for EBM approach; more capacity building is needed with government officials in
integrated EBM process; EBM initiation process is long and needs stronger drive, coordination, national and
sector support.
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In discussion there was a question on dealing with the pollution from the distillers. It was recognized that
pollution from the distillers is a major problem in planning the MPA. They were invited to the meetings, but did
not attend. Yet they are willing to cooperate. Need more communication between stakeholders.

With so many sectors having a stake in the process of MPA management, how can one streamline this?¢ Can
you streamline this for EBM? Part of the answer is legal structure roles and responsibilities versus how many
parties are just advisors. Find out how many parties are needed to do the job. An organizational chart is
needed to see what is going on. Look at overlapping responsibilities with other agencies. Who do you need
and who you don’t need. Understand these relationships and structure these to meet your needs. The problem
is in institutionalizing all those sector actors. It is laying out who everybody is, overlaps of responsibility etc. all
of that is critically important. As you move to EBM then you add another layer of institutions. There are many
players so it is important to identify key stakeholders. Many people asked why WCCBMPA did not involve
tourism in the activity. WCCBMPA wanted to engage agencies dealing with development and pollution. The
stakeholders were prioritized and WCCBMPA will go to others it moves forward. Bob Pomeroy reminded the
participants that EBM is a new paradigm but a lot of what EBM is about is also similar to integrated coastal
management (ICM) and this can serve as the foundation for moving forward.

After the MPA presentations Patrick McConney asked participants to share where in the process they were in
writing the reports for the MPA activities. Participants were given the option of working on their reports during
the workshop as they did in February. They declined in favour of setting deadlines for finishing their reports.

In addition, McConney asked participants about strategic plans for their MPAs and whether a need for them
existed. The majority of participants agreed that there is the need to focus on such plans.

COMMUNICATION FOR CHANGE

Patrick McConney made a presentation on communication for change. See the slides in Volume 2 of this
report. Below is a summary of the discussion and practical activities that followed.

Are barriers to communication faulty perception or interpretation? It was noted that, in St. Lucia, fishers have
the perception that lionfish are poisonous to eat. It is enshrined with their minds and makes it difficult to get
the message across that the fish is safe to eat. McConney asked how the Fisheries Division gets around this
issue. Do they do like the Bahamas and post YouTube videos about recipes for cooking the fish, hold
demonstrations etc.? It was stated that this does occur. McConney noted that in some ways this is escalating
the communication. It may mean more money but the idea is to escalate the response until it is effective.

Further barriers to communication were discussed by the group such as personality issues and communication
between parties where one party for some reason doesn't like the other. No matter what one says, the other
will counter it. Additionally there seems to be a culture in the Caribbean of not having an open mind. These
situations fit into the physical or mental state or condition barrier. It was noted that when there are things on
people’s minds their prior mind set may be the biggest challenge. Many participants agreed with this.

Is the objective of communication is to convey information and get feedback? McConney noted that it can be
both from advocacy (getting your message out) to real dialogue (where you are seeking feedback). Pay
attention to communication flows and direction. In terms of the communications campaign participants were
told that in any communication event there is a sequence to be followed and there is the need to determine
gaps or whether the steps in the sequence have been adequately done.
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In terms of the communication strategy and plan McConney advised participants to consider what people think
about the organization. Determine whether your organization a credible source of the information you want to
communicate. How is your organization communicating now? Be clear about your target audiences. Think
about what pathways and products will reach your audience. He emphasized that communication tends to be
expensive, so MPAs need to make sure the communication is efficient so as to avoid wasting money. The
communications strategy and plan should be simple. Complex messages can be difficult to understand with
different cultures, interpretations, literacy etc. to deal with...keeping it simple works more often, rather than
less often. Participants were advised to develop communication plans to complement work plans.

When discussing the pros and cons of communication products/pathways, McConney asked participants to
share their practical insights or methods on communication. For the SMMA it was found that communicating with
fishers worked best via face to face chats. Radio was thought to not be very useful. The point however was
made that in St. Lucia, communicating by radio is dependent on time. In the case of Grenada, in one instance
communication efforts happened to be focused in a particular area and it was found that this constituency had
been voting for one party for years. The people in the area were listening to radio stations aligned with the
party. Therefore the decision was made to advertise on those stations and not on what was thought to be the
popular stations. Pomeroy mentioned that is about the target audience. He emphasized that it is important to
see who the target audience is. Defining the target audience is important. The audience segmentation will be
based on the resources and tools available. McConney agreed that persons have to pay attention to how
finely they segment audiences. There may be a slightly different communication method for each audience.

Policy influence for effecting change can be done in many ways - on a billboard, on slides, in a workshop, etc.
At this point attention was brought to the Grenada MPA sign and one participant stated that in coming up
with the wording, they had to determine who was being targeted. This raised the issue that there were no
people in the poster and a discussion was held on the trade-offs among different MPA images.

How do you influence policy? How is this done systematically? McConney told participants that there is a lot of
guidance on this via the internet. The question of what it is that the MPA wants to do is critical - attitudinal
change, encouraging comprehensive commitments, procedural change, affecting policy content, or influencing
behavioural change. How do you make these types of communication that influence policy. No communication
to fishers will have much of an impact if MPAs do not influence policy. Monitoring and evaluating policy
influence takes into account that there are different approaches to policy influencing such as: advising,
lobbying, activism and advocacy.

Through the project McConney hoped that the five MPAs were establishing a community of practice. He told
participants that they may be the catalyst for other MPAs to join. Outcome mapping comprises three stages. It
involves looking at communication in terms of expected and achieved outcomes. Participants were referred to
the IDRC website for information on outcome mapping.

After the presentation, participants undertook a 15 minute practical exercise on developing a communication
strategy. A few of the participants had some experience in developing a communication strategy. Participants
were split into four groups with each group focusing on the various components of the strategy for a specific
target audience (policy makers and advisers, managers and influencers, primary stakeholders, the general
public and others). Each group was told to elaborate the target audience. Participants were reminded that
the pathway for communication refers to the process and what is done whereas the product is what is
produced. The exercise also involved determining means of measuring the communication impact. Participants
shared their efforts afterwards. Table 1 below illustrates their combined efforts.
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Table 1 Output of practical exercise on developing a communication strategy

Target audiences
or stakeholders

Main messages or
intended change

Pathway or
channel for
reaching audiences

Products or outputs
to be delivered

Indicators or
means of outcome
measurement

Policy makers,
advisers and
cabinet

Responsible
management for a
nationally important
asset

Face-to-face
Briefing to PS
Cabinet submission
prepared for
Minister to present

Presentation to
senior managers
Memo

Cabinet submission

Cabinet submission
presented at
parliament
Adoption/approval
communicated via
Cabinet conclusion
Dialogue /feedback
from Minister.

Managers and
influencers

MPA Coordinator
Chairman of the
Board

Steps needed for
institutional change

Workshops
Meetings/presentat
ions

Panel discussion
(with SMMAZ)

Presentations
One-on-one
conversations
Meetings with all
key managers and

Report on
meeting /workshop
outcomes

Physical managers influencers
Primary Engagement of the | Engaging in Press releases Baseline information
stakeholders etc. Board to support community meetings | PA system by conducting

Fishermen, Dive
shops, Water taxi
association,
Yachting community,
Community
residents

the policy changes
Education

Face to face chats

Videos highlighting
successes

interviews and
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In general, groups seemed to have problems understanding what the main message for communication would
be. Problems determining indicators for measuring the success of communications were also evident. McConney
told participants that the MPA is selling an idea with the main message, therefore it must be persuasive. He
told participants that indicators had to be linked to the message outcomes, not just the communication outputs.

Generally, groups thought the indicators proved to be the most difficult part of the exercise. A comment was
made that it didn’t seem as though it felt as if the MPAs were at the stage of having indicators. It was just
good that MPAs were communicating information. It was noted that at the SMMA communication is not
planned in the structured way suggested in the workshop, but it is done ad hoc to achieve the same thing. The
thought is that MPAs do not have the culture or capacity for the planning recommended in the workshop.
McConney told participants that they need to develop simple but structured communication strategies.

COMMUNITY ENGAGEMENT: PEOPLE MATTER

Bob Pomeroy and Zaidy Khan gave the presentation on community engagement (see Volume 2). Pomeroy
stated that community engagement is something that all of the participants have been doing. But by way of
the presentation he wanted to revisit why people matter in MPAs since it tends to get lost, and to communicate
concepts for why it is necessary to engage people. MPAs are social institutions and this requires understanding
communities. He explained MPAs as social institutions are trying to change human behavior by providing new
incentive structures. MPAs depend on constraints on people. Biological performance is linked to how people’s
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behaviour changes, how much they will engage in the process and support the MPA. Successful MPAs are the
ones that engage people, and address social institutions. Participants were told that as a result of this, there is
increasing scrutiny regarding the social impacts of MPAs on people /communities. Pomeroy used the example
of MPAs in Malaysia and Indonesia that have been failing in part because NGOs were designating and
implementing MPAs on a top-down basis. He stated that there is increased policy discussion on the human
dimension of MPAs and increased social science research to quantify the effects of MPA designation and
management. A point to note is that large NGOs are removing MPAs from their portfolios. There is a shift.

Objectives of MPAs often reflect many things: socio-cultural context; socio-economic setting; governance
needs, political realities and human ecology. Social contributions to MPA management occur in many ways
through assessment, feedback, user acceptance etc. Pomeroy noted that increasingly you can’t push things on
people. It was mentioned that certain NGOs such as RARE are now conducting social marketing. They help
engage people and get acceptance for ideas. This has become critically important.

MPA design should seek to understand coastal communities, that is, the diversity of coastal people and
livelihoods, household adaptation to reduce social risks, incentives that drive user decision-making (e.g. part of
what we need to do as resource managers is understand why people make the decisions they do) and sources
of vulnerability. If people/communities don’t have diversity, they can’t bounce back (be resilient), and their
vulnerability will have an impact on how they use and impact the MPA.

Fishers often oppose MPAs for a lot of different reasons because it restricts their use (goes back to incentives
and vulnerability), may limit satisfaction with other livelihoods and most importantly it can reallocate resources
and wealth (when restricting use in an area it will impact different people in different ways). The reallocation
of access to resources MPAs caused by MPAs can be good or bad. The benefits of MPAs can be diffuse while
costs are concentrated. How do you get over that? For example in MBMPA a small group is being impacted,
while the majority of benefits are going to cruise ship visitors. Means of engaging with people to ensure this
will be overcome requires an equitable MPA governance system. When discussing the potential issues of
MPAs, Pomeroy asked how many of the participants deal with conflict and if it is increasing? SMMA said some
conflicts with and within the MPA occur but they can be handled. Pomeroy indicated that user conflict in Pacific
is on the increase.

Shifts in economic equity due to MPAs are poorly understood. The distributive economic impacts vary by
subgroups within the community. Who is directly impacted, since establishment of the MPA, what are the shifts?
Getting people engaged in this process is trying to understand what you are doing to their lives. It was
mentioned that the SMMA had done work with community engagement initially but not much more since its
establishment. Pomeroy mentioned that engagement is something that is useful.

In discussing social factors for MPA success, the notion is that it is important to make sure the people own the
MPA and are engaged in the process. Conflicts will occur so how do we engage to deal with conflict. One
participant suggested that this is something that should be included within the management structure. Pomeroy
agreed with this and noted that it should be included in the management planning process. A participant also
noted that there are different levels of conflicts, some of which may be with management. Therefore, there is
the need to go to outside for assistance to resolve such conflicts. Pomeroy stated that MPA researchers have
been pushing conflict resolution and management as part of MPA management.

In addition, a lot of what we do is driven by the incentives we have. Participation success is directly driven by
the benefits. Benefits don’t have to be real, they can be perceived. Benefits and costs are shared equitably.
People want to feel they are benefiting economically — directly related to livelihood opportunities. How MPAs
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deal with community engagement comes from real, perceived, social, and economic angles. Pomeroy
explained the reasons for the need for community engagement using MPA design principles for Australia. In
the planning process there is a need to engage people so we understand their local and traditional
knowledge, consider existing use rights ad potential threats.

Communication engagement should happen early on because if you want to measure impacts its useful to
have a baseline to measure from. The MPA Coordinator indicated that preparations are underway to do a
baseline in WCCBMPA. He indicated that they have technical people and a wide stakeholder group involved
but wanted to know if they should involve the wide stakeholder group in decisions on the baseline. Pomeroy
agreed that this should happen and was especially important to understanding quantitatively the impacts. The
better and broader the baseline, the better able the MPA will be to measure the impacts later on. Donors are
doing it all the time. One thing about having a good baseline is that it allows comparison over time to show
the impacts, and that is the way to assess how your MPA is doing.

It was mentioned that a large part of community engagement is community organizing. Once there is an
organized community, you can work with them to empower, promote awareness, build relationships between
the manager and users, enable community to take action etc. You may help or get people to organize
themselves but once they are brought together they have to decide on their interests. One participant asked
for advice on ways of getting organizations to stay together. The example from the SMMA was given in which
the SMMA had a lead role in setting up a Soufriere association. The SMMA secretary was responsible for
calling meetings etc. When the secretary left, the association fell apart. Pomeroy suggested that maybe
members of the association didn’t see the incentives. Maybe the process of engaging them wasn’t done well.
He further noted that at least half of organizations established fall apart because they were set up from the
outside and did not have incentives to sustain themselves. The participant from SMMA thought that the
problem is not necessarily the will but the capacity to sustain the organizations. The challenge is getting
persons within the organization who have the capacity to stay on. Pomeroy also suggested that they may
need skill development and to take advantage of institutional memory.

PARTICIPATORY MONITORING AND EVALUATION

Patrick McConney made this presentation. He noted that there has been a lot of training in topics related to
participatory monitoring and evaluation (PM&E) from CERMES and SusGren projects such as on SocMon and
MPA management effectiveness measurement. It has also been happening informally. There should be a
scheme for involving stakeholders in monitoring and evaluation, sharing control over the process and engaging
in management. McConney reminded participants about adaptive management, intfroduced and discussed at
Workshops 1 and 2. He noted that adaptive management is something we don’t do much of, but is what the
MPA governance project is about. Participation fits in if people are monitoring and from reporting they see
changes occurring. This gives them a new perspective. If people are a part of management, then they allow
you to make responsive decisions. Four main purposes for PM&E are management, learning, empowerment
and accountability.

Methods for PM&E include planning, gathering, analyzing data and sharing information. It is not so much what
you are doing, as how you are doing it. McConney told the participants that there is a lot of information on
monitoring that is relevant to PM&E. Differences exist between PM&E and conventional approaches to M&E. In
PM&E the MPA Boards need to have a definition of success that is internal. Key pariners can be part of that
process. You don’t need an outside person to tell you whether you are successful or not. An internally-led
PM&E may have someone who is responsible for making sure that it works. Make sure the monitoring is linked
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to main objectives. Audiences for PM&E are both internal and external. More and more donor agencies want
quantitative evidence of success. Participants were reminded that donors don’t only want reports on outputs.

Outcomes are more important. The principles of PM&E ensure movement from inputs to outcomes/impacts.
There are numerous factors influencing PM&E sustainability. MPAs need to determine how to sustain it.

McConney asked participants for an indication of priority topics for Day 2 sessions. Baldeo requested some
practical time with Pomeroy on the stakeholders who should be involved in the MPA management processes

and at what point.

REFLECTIONS ON THE FIRST DAY

Participants were asked to reflect next morning on the first day of the workshop. Comments included:

Informative session. Community engagement presentation was interesting and enjoyable. Pomeroy told
participants there was an exercise they could do to identify two things that have worked well and two
things that haven’t in MPA efforts towards community engagement. Participants would be asked to
share and discuss their experiences.

Confusion about the definition of community. Not sure if community was area residents or stakeholders
as users. Pomeroy explained that the term community is broad. Community can also be thought about
as the community of users e.g. fishers who use nets versus those who use hand lines. A community can
also be virtual, spatially those persons that live nearby the MPA, direct users and non-extractive users.
McConney explained that he tends to use the word settlement to mean geographic community and
advised that they use whatever works best in Grenada. However Pomeroy emphasized the need to
distinguish residents and users (direct and indirect). Doyle said they are basically subsets of the MPA
broader stakeholders. Pomeroy thought it would be good for all MPAs to use the same term and
indicated that definitions could easily be included in the draft regulations.

Indicators for communication were not clear. McConney told participants that they would have to deal
with the indicators, test them, and get a feel for them. Indicators change. If things are changing then
one may need to change the indicator, e.g. in the case of enforcement logs what does it mean if the
number of infractions is increasing? Is it that the wardens are communicating better to people or
people are not complying? His advice was for people not to get confused by indicators but instead to
let them measure what you want them to. There is the need to interpret any indicator. The main point
is how to interpret it.

Consistency in communication. Send out message but response you get is not want you want. Do you or
would you change the message because you realize there is a barrier or would you keep sending the
same message? McConney advised that there would be a couple of questions to ask before deciding:
1) was your communication using the right tools (products and pathways) so they are understood and
2) were there factors that prevented the expected response. If the message was understood then
there is the need to understand external factors. If the message wasn't understood then maybe
different tools or a new messenger is needed

The point was made that you can communicate to change people’s perception of your organization.
But that sort of communication will be different to what your organization represents. Seine fishers in
MBMPA may think the MPA is out to get them. Send out one set of information and then change but
people then can’t understand this. Which comes first, the message about changing the organization or
the changing the perception? McConney noted that the entire imaging needs to be changed in an
established market. May decide the whole change is not what you meant to obtain. If Sandy Island
decides to be strict they may have different brands than MB. The aim is to be consistent. That is why in
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the financial analysis, it is important to determine a consistent marketing image in the business plan so
it doesn’t change as the MPA deals with different stakeholders. Trust is important. The communication
has to be trustworthy.

INSTITUTIONAL ANALYSIS EXERCISE

McConney indicated that there were a number of practical exercises that could be done but that not all had
to be done. Additionally, he reminded the group that Baldeo wanted to do a kind of institutional analysis to
determine critical stakeholders to the MPA. Baldeo further clarified what he wanted to achieve — a matrix of
who (stakeholders) the MPA has to relate to and the role they play so MPA management has a clear picture
of which stakeholders have to be dealt with in governance.

Participants began with the institutional analysis exercise according by MPA group. Pomeroy guided them in
the methodology. They identified stakeholder institutions and organizations. Formal and informal institutional
structures were outlined in two separate flow charts — how things are supposed to work based on laws and
regulations (formal) and then how things are working in reality (informal). Additionally, any other government
institutions that relate to the MPAs were to be identified in the charts. Pomeroy advised participants that they
must know the formal institutional structure first in order to compare with the informal structure. Each MPA
shared their informal and formal institutional structures shown in the photos below. Following each there was a
question and answer session.

Tobago Cays Marine Park (TCMP)

Figure 1 Left to Right: Formal and informal institutional structure of the TCMP

o In terms of the informal structure there is a site implementation body (stakeholder committee) that
comprises water taxi association, dive association, and fishermen association.

e Participants noted that the national board reports to the PS but has no relationship with Ministry of
Tourism. TCMP noted that the superintendant of marine parks funnels the information to the national
parks and Ministry of Tourism.

e Formal structure described. Clarification was asked about who the TCMP considered to be the
community. TCMP explained that the community comprised those persons living close by the MPA. The
stakeholders are considered those who extract the resources.

e It was explained to the group that because the national board became by default the TCMP board,
the site implementation board was lost and this resulted in lost connection with national parks — main
difference between informal and formal structure.
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o  Who does enforcement and arrest? The rangers.
e What are the challenges in using the formal and informal structure? The politics of the Board.
Sometimes there are conflicts.

e Informal structure — if any stakeholder has any
complaint, they go to any one in the structure.
Usually complaints are made to staff and then it is
lodged with the manager.

o Which body in the formal structure is not
represented in the informal structure? The
Foundation (SRDF).

e When is the strategic review being done? As soon as

GEF funding comes through. The review will not be

legislative. That has been done already and is

satisfactory.

Figure 2 Informal and formal institutional structures of the SMMA Inc.

Grenada’s three MPAs

Figure 3 Formal and informal institutional structures of Grenada MPAs
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e The formal institutional structure indicates that the MPAs do not have to deal with stakeholders. In the
legislation stakeholders refer to the bodies in the management committee.

e There is a need for more management involvement from area residents. However it was noted that
more than half of the MPA committee is composed of non-nationals. Discussion then followed on
reasons for the current composition of the committee and seemed to be mostly attributed to better
organization of the non-Grenadians due to involvement in businesses. It was noted however that there
are community groups that represent community organizations in the area. Since expats are identified
as key stakeholders there is a perception by people in the area that the management is only for
foreigners. For example, when MBMPA management prohibits seine fishing in the sculpture park, the
perception is that locals are being excluded for the dive operators and foreigners.

e The composition of the Board is not likely the issue. It is more a problem of getting the locals involved.
They are not organized and motivated to take part in the management. The stakeholder groups
identified in the institutional analysis appear not to be local but all of the organizations are
Grenadian.

® In the area of the MPA there is one community organization and one seat on the board. Baldeo
informed participants that he would like to propose that the new organization is given a seat and the
old organization two seats.

e The comment was made that if the MPA committee is comprised mostly of non-Grenadians who want
to manage the MPA, people in the community will not trust the board and would likely not want to be
a part of it.

e Pomeroy asked the Grenadian participants about what they were doing currently in terms of
representation on the board and questioned when a stakeholder analysis was last carried out. He
suggested that rather than groups comprising the committee, maybe the issue is that of numbers. He
suggested that maybe they need to look at not only economic representation but numbers
representation to ensure equity in representation.

e |t doesn’t matter who is on the Board, people in the community around SIOBMPA are saying that the
regulations still work in favour of tourism and not the fishers.

e Are the locals taking ownership of the community and MPA? There is one non-Grenadian on the
SIOBMPA board and the story is the same, “it is for the white people”. The community doesn’t
completely understand who is managing the SIOB.

e Pomeroy reiterated that the MPAs really need to think about the numbers — the no. of stakeholders
out there and equitable representation of each.

e  SMMA — we try to have proportional representation of the sectors.

COMMUNITY ENGAGEMENT EXERCISE

Using the institutional analyses, McConney asked participants to look
at one or two types of stakeholder entities that each MPA has tried
to communicate with or engage. For the exercise, participants were
asked to describe how the MPAs managed to engage stakeholders.
Successes as well as failures were to be included with explanation.
Successes and failures were to be outlined for either the same group
or different group. The purpose of the exercise was to have MPAs
exchange information to determine whether there are any trends in
terms of what is working and what is failing in community
engagement (Table 2).
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Table 2 Successes and failures of community engagement by MPA

MPA
TCMP

Outcomes

MBMPA

WCCBMPA

SIOBMPA

Ovutcome
SMMA

Successes

Southern Grenadines Water taxi
Association

o Meetings with operators

® Training workshops in customer
service, small business development,
tour guiding and safety at sea

® Need to organize

e Formed association

® Received funding

® Members must be registered to
operate in TCMP

e Better communication (meetings/one
on one)

e Benefits of forming an association
and benefits from training realized
Dive operators (in an advisory
capacity to the Fisheries Division)

o Letter of invitation with TOR

® Phone calls for confirmation

Fisherfolk

o Letter of invitation to an beach seine
operator

® Personal visit as a follow-up to the
letter to ensure participation in the
meeting

o Attendance at first two meetings

e Two community engagement
meetings with fishermen

e Good turnout — good representation
e Word of mouth and personal
interaction with them about the
meeting.

e As a follow-up activity, their names,
contact information were taken for
future reference

e Consultation with fishing community
e Community outreach

e Training for alternative fishing

® Assistance with ropes

Forming a fishermen’s core group
Fishermen

e Organize meetings through the
Soufriere Co-operative

Failures
Fisherfolk
e Meetings (consultation with group)

® Workshops/training in safety at sea and
small business

® No representation on Board

¢ Individualism — didn’t see the need
e Bad turnouts even after multiple
opportunities

e Setting for meetings was not acceptable
e Approach was ineffective

® Perceptions around “consultations and
community engagement”

Dive operators
® No local representation

Fisherfolk

® The issues that were discussed at both
meetings were on no interest to the seine
operator

e Further efforts to engage him failed

Breakdown in their expectations
® Lack of continuous meetings

® Lack of government representation outlining
plans for MPA

® Work in progress\

e Deployment of FADs (lack of planning)
® Involvement in the planning process
e Support for alternative livelihoods

Fishers getting organized

Fishermen

e Organize meeting/tour for CAMMA fishers
through Canaries and ALR fisher cooperative
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MPA Successes

® Outreach through extension officers

Water taxi

® Meetings to resolve reported
conflicts (meetings announced by word
of mouth, letters, posters)

Dive operators

e Generally attend and participate in
meetings, training, email discussions,
letters, phone calls, emails, through
ANBAGLO press

Hoteliers

® Representative from SLHTA
generally attends (email, phone call,
letter)

General community

® Invitations to specific groups for
cleanups (letters, calls to group
leaders, emails)

TV PR

e Invite local correspondent to cover
workshop if available (phone call)

Failures

o Outreach through extension officers

Water taxi

® Meetings to address issues that they do not
deem important (timing /season). Meetings
announced by word of mouth, letters, poster

Dive operators

e Invitation (by email, letter, phone call) to
hold underwater cleanup

Hoteliers

e Workshop on water quality — one individual
hotel attended. (email, call, fax, letter)

General community

e General announcements for participation
(radio announcement, town cryer, flyers,
announcement at churches)

TV PR
e Invite TV station to cover story (letter)

Discussion on the successes and failures of community engagement according to MPA are captured below:

e Failure was with the fisherfolk. Do fisheries officers get involved? Sometimes when MPAs are trying to
engage fisherfolk, to some extent MPAs can reach out to the Fisheries Division and fisheries officers
and get them involved. TCMP stated that the fishers have issues with the Fisheries Division so their

involvement would be non-beneficial.

e Important contrast between the two stakeholders — the water taxis saw the need to organize and the

fishers didn’t- from economic perspective

e This situation highlights who you should engage and whether they would be interested.

e For meetings use more simple language for people to understand.

e  MBMPA invited seine fisherman to be on the management committee for the MPA. When they came to
the meeting the focus was not on beach seine fishing but about concerns with administration and

operation and the seine fisher couldn't fit in.

e  SMMA — for some of our meetings the discussion goes over the heads of some participants and we

make it simpler by breaking it down.

e In the case of the MBMPA, we know that what we should have done before was mass education.
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e Fishermen do not want to say they don’t understand because they have their pride.

e  Was the FAD training a MPA initiative or government initiative? It was a MPA initiative.

e Even though the FAD was lost, was there anything good that came about from it2 They knowledge that
was passed on

The discussion on community engagement prompted Khan to ask participants if there is anything they thought
could be used with fishermen to create dialogue. Participants were asked if this was something that they
wanted to build their skills in. Participants were asked whether there was a need for training in participatory
tools. One participant noted that in order to determine this, it would be best to know the needs of the entire
fishing community. McConney asked if there were any other tools, techniques, and incentives that are not
commonly used. He told participants that some people show videos (10 min to 30 min) on fishing gear
technology, catch methods etc. in very informal settings. People watch and talk, there is no meeting but it is
informative. This builds trust. We sometimes wonder if we are asking for more than we are giving.

SMMA participants said that for different projects in St. Lucia, they go to fishers to share information to get
and feedback, for example the MarGov sea urchin project. The observations of the fishers were used and
they were linked to the science. The fishers were comfortable in sharing the information. Other participants
noted that sometimes fishermen like to stay in their comfort zone.

McConney stated that the technology is available to be creative and be experimented with. He gave an
example of research he conducted with women in the fishing sector. They were a tough bunch to deal with.
The research involved taking a laptop of photos of women in fisheries around the world doing different things
in the post-harvest sector. The Barbados fisher women were told that the research was about comparing what
was happening in the postharvest sector in Barbados and the rest of the world in. They found it interesting
and were engaged. They may not have been interested in his research. McConney said that the researchers
took photos of the women working and gave them copies. It was an attempt to show that we can give
something back for the time taken from them. It is basically about building a relationship in whatever way you
can. Sometimes it is token and there is no immediate gratification but it is an effort.

McConney briefly took participants through what the PM&E practical exercise would have covered. He then
got agreements on deadlines for the second workshop follow-up activities. McConney asked whether
participants experienced problems in writing up to the point they were at. SMMA said it was quicker than the
first report. McConney said the first report can be used as a template. Additionally, he said that part of the
exercise is to demonstrate by experience that report writing is a fact of life and can be done fairly quickly
and painlessly. Is this generally your experience? Was there any new difficulty posed by anything? Nothing
was reported.

Before closing the second day’s session, McConney asked participants to look at the form for third activity and
asked if they had any idea as to the projects they would choose for the third round of funding. Most people
indicated the affirmative. Participants were asked to complete the relevant forms for projection and sharing
of main points: objectives, main activities and resources needed. He told participants that there would not be
a fourth workshop of this type. The next workshop is the write-shop in latter part of September in Grenada
and advised people to set a pace. Reports have to written up in August.
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Projects require a final technical report — lessons learned about the process and products. The write-shop idea
is that rather than somebody go away and do it themselves, they go through the process of gathering a small
group (at least one person from each MPA) to get all the material and go through what is it that you would
want to communicate to the wider audience. Ultimately it goes to the donor but it is also about the products
you want to promote, poster or image for the website, something other than a report. The idea of doing the
report together is that is it accurate and the linkages between workshops are included. The write-shop will be
held Grenada for two days. All the material will be available, all the reports will be available electronically
as well as the main things desired for inclusion - informative diagrams for summarizing three workshops. This
information will be used to produce a document that will be the final report. Other products may include a
half-page document for a webpage or slightly different messages. Afterwards the whole project should be
more meaningful.

FIELD TRIP AROUND CARRIACOU AND TO SANDY ISLAND/OYSTER BED MPA

The field trip around parts of Carriacou by bus and then around the SIOBMPA by boat was organised and
led by Zaidy Khan. The field trip ended with a social event for informal networking on the beach adjacent to
the MPA. A good time was had by all.

REFLECTIONS ON THE SECOND DAY

Comments included:

e Good job of accomplishing first expectation of engaging the community by going through the
community engagement exercise with MPAs and sharing which means of engagement worked

e May need to pay more attention to organizing groups in the context of conflict

e Developing and delivering key messages to audiences — did a bit of this in the exercise. People have
more insight in terms of communication strategy

e There was a lot of talk about engaging stakeholders but not in the context of when funds run out. Are
there deep pocket stakeholders to cultivate?

e No real mention of the media and mass communication, other than St. Lucia. Mass media does not
seem to be seen as a target audience

e  Was the field trip related to what was covered in the workshop? Part of yesterday'’s trip could have
pointed out where there was community engagement.

McConney addressed some of the areas in which expectations were not met. Concerning funding for MPAs,
try cultivating stakeholders different from donors but who can support MPAs. In the Negril project on adaptive
management the purpose was to get the hotels surrounding the Negril Marine Park more clued in on what the
MPA wanted to achieve. The idea was to rally the Chamber of Commerce together to get financial support.
The activity would be in their face and in the hotels. In the end it saved money and could open doors to other
types of collaboration. Cultivating stakeholders for support goes beyond one-off sponsorship. McConney
asked participants if the MPAs are doing anything like that right now. In TCMP one of stakeholders is
providing the MPA with resources and is acting as a watchdog. McConney asked if the SIOB may have a
patron. He was told that a person is interested.

McConney told participants that TNC operates through support from wealthy persons supporting causes. He
encouraged participants to find a cause for the MPAs. This could attract support. Pomeroy mentioned that he
has been working with the airlines in Asia to develop stories for their magazines for the seat pockets. In
Vietnam it spurred some interest and funds into the MPA. In the Philippines, the article spurred interest in
private businesses which provided funding to support their activities. This is also a way of engaging
stakeholders. McConney reminded persons about articles in the Caribbean Airlines and LIAT magazines. He
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also mentioned that Virgin Atlantic has a seafood guide on responsible fisheries and suggested that perhaps
the airline could be used as a means of attracting funding support through a wide audience. MBMPA agreed
that this is one of the options that exists for the MPA and a communication strategy can be included in the
business plan. McConney stressed that corporate pariners are more interested if they can develop with the
MPA a corporate brand and if their corporate image aligns with the MPA. SMMA spoke of a proposed MPA
summit hosted by Sir Richard Branson and that efforts are being made to determine ways of approaching the
luxury yachts that come into SMMA. A package for presentation is required. The SMMA has yachts of varying
size and as such is missing out on a large amount of money. Mooring fees are USD60 as opposed to Mustique

at USD500.

McConney asked for additional tips for strengthening with the media. Comments included:
e Invite them to some of the events hosted so they can have the opportunity to see what it is about.
®  When there are events occurring ask them to do an interview.
e Show an interest and let them know.
e Always keep the media in the loop through emails and press releases.

e In the Caribbean, media houses are not specialized as they are internationally. Sometimes it is difficult
for the media. Educate the media too.

FORMULATION OF FOLLOW-UP ACTIVITY

MPA groups got together for an hour to discuss ideas for follow-up activity 3, as well as what could be done
collectively out of the project. Proposed activities were discussed among the groups. Comments and queries
are outlined below.

e Develop a 3-5 year system plan to outline where the TCMP
will be in the next 5 years based on management objectives

e  OQutputs — TOR for strategic plan
e TCMP situation analysis
e Tasks — develop TOR, distribution of TOR and selection of
consultant, submission of draft to board and approval
e Critical resources: board of directors, consultants, TOR
Comments/questions

e This is similar to what the SMMA is doing in completing its

strategic plan

® Pomeroy does not think there is enough money allocated to carry out the activity. Only the consultant
fees are included in the budget but airfare, accommodation and extra fees will be covered by TCMP.

e Make sure TCMP and Board hire a consultant who is familiar with the area. TCMP asked for
recommendations on a suitable consultant.

e Pomeroy asked about having stakeholder consultation meetings? He suggested having three — one
before, during and to give feedback. The TCMP was told that if they want true co-management input
then there had to be true stakeholder involvement. TCMP stated that their view was that the objectives
have been already established from prior stakeholder consultations and those would be used to
develop the strategy. However Pomeroy reiterated that the stakeholders are the audience of the
MPA and their input would be needed. The point was made that if the results of past stakeholder
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SMMA

consultations were to be used in this activity they would have to have been held in the recent past
because conditions change.

McConney cautioned that what TCMP is suggesting is working backward but this may result in the
required outcome. May be working too far backwards with outdated management plan resulting in
an outdated strategy plan may be outdated.

e  SMMA has a brochure designed for SMMA but the
association manages both SMMA and CAMA so either a

separate brochure is needed for each area or a joint
brochure for the MPAs

e Develop a communication strategy — uncertainty as to
whether it would make sense to develop a communication
strategy before the strategic plan

o Produce DVDs and disseminate to media house

e  Obtain short videos on adaptation of MPAs to climate
change and show them in the square (cinema night) or in workshop

Participating in local talk shows

Schools graphic design competition for billboard /banner at sea ports on MPA
Set up a Facebook page

Basically a communications campaign

Comments/questions:

Age groups of school children being targeted? Secondary school.

How many schools? Targeting 13 schools. Very few will make submissions so a better range will be
obtained by promoting the competition island wide.

Further clarification was asked for how the success of the communication campaign would be
measured.

Grenada MPAs

e Collaborative project between SIOB and MPMPA

e Gather data on use of park

e Standardize data collection and database

e Tie in training of MPA staff in information technology

e Establish a protocol for communicating about and handling
lionfish. This will be tied into PM&E.

e  Regulations — need to get users to contribute to the process
and seek to do consultations at different levels. Look at the
strategy for doing the consultation for the regulations.

Comments/questions:
[ ]

What data are you trying to standardize? Wardens are collecting data on users of the park,
infringement on park etc.
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Based on MPA governance project proposal and objectives collaborative outputs for production at the write-
shop were suggested by Pomeroy and Khan.

e Synthesize the work done in the workshops and link them to the objectives of the project. This may
assist and support the lessons learned that will be produced in the write-shop.

e A lot of management plans were developed by people externally and efforts are being at adapting
them to MPA situations and needs. Synthesize management plans. Generally,, through CaMPAM a lot
of work is being done on linking work plans and strategic plans to management objectives. Khan
noted that if management plans are not endorsed then adapting the process will be difficult.
Participants were asked if they wanted to make formalization of management plans a priority in this
process and produce lessons learned from this. TCMP indicated that this would be an issue that would

have to be discussed at level of the Board.

EVALUATION, NEXT STEPS, CLOSE

McConney closed the workshop by reminding participants of the timelines for their activities. Final activity
forms are to be submitted by 8 June. The activities can be adapted and evolve as they are implemented. This
was agreed to by all participants.

In terms of write-shop participation — Nadia Cazaubon and Olando Harvey would participate with at least
three people from Grenada. Total number of participants will not exceed 10 people. To be scheduled in
latter half of September. McConney said SusGren has the option to attend.

Participants completed the workshop evaluation and individual capacity self-assessment forms. Evaluation
results are below. Additional comments /criticisms in terms of workshop, workshop materials, logistic
arrangements and expectations were few:

e  Workshop was interesting and great to get people together

e Very good. This one brought twist to it with the field trip

Little was said in the open ended sections of the evaluation form either. Below, in Table 3, are a few of the
highlights and disappointments.

Table 3 Highlights and disappointments from the evaluation forms

Highlights

Disappointments

presentation on people matters along with
discussions

presentation of follow-up activities

group exercises, discussions

sharing of information and lessons learnt

doing and actual communication strategy,
mapping participation/institutions

mapping of formal and informal organisational
structure

interactive nature of the sessions

social was beneficial in interacting with everyone

PM&E was rushed; would have liked if that
segment conducted thoroughly

thought we would get a little into communication
methods e.g. PR, blogging etc.

some presentations were a bit abstract; exercises
helped though

not much is/was being done in engaging the
media

exercises where we were not always in the same
groups would have been good
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The results of the evaluation ratings are shown in Figures 4 to 7. Much of the stated and participants’ own
expectations were met by the workshop. The majority responded that the overall benefits and the overall
arrangements were good. All told, this last capacity building workshop was a reasonable success.

own expectations stated expectations

Figure 4 Own expectations Figure 5 Stated expectations

overall benefit overall arrangements

Figure 7 Overall t
Figure 6 Overall benefit 'gure 7 Lverall arrangements
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Appendices

Focus: Communication, community engagement, and participatory monitoring and evaluation

Wed 30 Day one
0830 Welcome housekeeping for participants
Workshop objectives and expectations
0900 Opening ceremony
e Welcome — Davon Baker, Chairman, Sandy Island Oyster Bed MPA Board
e Remarks — Roland Baldeo, MPA Coordinator, Fisheries Division, Ministry of Agriculture
e Address — Sen. Hon George Prime, Minister of Carriacou and Petite Martinique Affairs
e Presentation — CERMES and SusGren overviews of MPA governance in the Grenadines
1000 BREAK
1030 Presentations on Workshop 2 follow-up activities
Discussion and learning from follow-up, next steps
1230 LUNCH
1330 Communication for MPAs
Community engagement
Participatory monitoring and evaluation (PM&E)
1530 BREAK
1545 Application to governance at participants’ MPAs
1730 Close

0830 Reflections on the first day

0845 Application to governance at participant MPAs
1000 BREAK

1030 Application to governance at participant MPAs
1230 LUNCH

1330 Field trip around Carriacou and to SIOBMPA
1730 Social evening with stakeholders and others

Fri O1 Day three

0830 Reflections on the second day

0845 Formulation of follow-up activity

1000 BREAK

1030 Formulation of follow-up activity

1200 Evaluation, next steps and close

1230 LUNCH

1330 on | Departures
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GRENADA

Roland A. Baldeo

MPA Coordinator, Fisheries Division

2nd Floor, Melville Street Fish Market Complex
St. George’s, Grenada

Tel: 473 440 2708

Fax: 473 440 6613

Cell: 473 405 4362

E-mail: rolandbaldeo@hotmail.com

Skype name: rolandbaldeo

Allan Clement

Fisher representative, SSIOBMPA board
Sandy Island/Oyster Bed (SIOBMPA)
Carriacou, Grenada

E-mail:

Shawnaly Pascal

Woburn/Clarke’s Court Bay (WCCBMPA)
Grenada

Tel:

E-mail: shawnaly25@hotmail.com

SAINT LUCIA

Jody Placid

Head Warden

Sandy Island/Oyster Bed (SIOBMPA)
Carriacou, Grenada

Tel: (473) 443-7520 [home]

Fax:

Cell: (473) 449-9897

E-mail: jp7_193@hotmail.com
Skype name:

Davon Baker

Chairman, SIOBMPA board

Sandy Island/Oyster Bed (SIOBMPA)
Carriacou, Grenada

E-mail: dkmbaker@gmail.com

Coddington Jeffrey

Warden, Molinere/Beausejour (MBMPA)
Grenada

Tel: 473 440 2708

Fax: 473 440 6613

Cell: 473 4192200

E-mail:_cjcoral21 @gmail.com

Skype name:islandmancj

Nadia Cazaubon

Project Officer (now Officer-in —Charge)

Soufriere Marine Management Association (SMMA)
Soufriere, Saint Lucia

Tel: (758) 459-5500

Fax: (758) 459-7799

Cell: (758) 724-6333

Email: cazaubon@smma.org.lc;
nadasonia@hotmail.com

Skype name: nada.sonia

ST VINCENT AND THE GRENADINES

Allena Joseph

Fisheries Biologist

Department of Fisheries

Point Seraphine

Castries, Saint Lucia

Tel: 468-4140/4141/4143

Fax: (758) 452 3853

Email address(s): allena.joseph@maff.egov.lc,
allenajoseph@hotmail.com

Skype name: allenajos

Olando Harvey

Marine Biologist, Tobago Cays Marine Park (TCMP)
Clifton, Union Island

St. Vincent and the Grenadines

Tel: (784) 485 8191

Fax: (784) 485 8192

E-mail: landokeri@yahoo.com

Skype name: landokeri

Kenneth Williams

Manager, Tobago Cays Marine Park (TCMP)
Clifton, Union Island

St. Vincent and the Grenadines

Tel/Fax: 784 4858191

Cell: 784 593 3872

E-mail: manager@tobagocays.org;
kenawillo@hotmail.com[]
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SUSTAINABLE GRENADINES INC. AND FRIENDS

Michele Megannety

Marine and Coastal Conservation Coordinator
Sustainable Grenadines Inc.

Clifton , Union Island

St Vincent and the Grenadines.

Tel: (784) 485 8779

E-mail: michele.megannety@gmail.com

Emma Doyle

Consultant, CaMPAM Network and Forum
Gulf and Caribbean Fisheries Institute Inc.
c/o 2796 Overseas Highway, Ste. 119
Marathon, FL 33050 USA

Tel: 305-289-2330

Fax: 305-289-2334

E-mail: emma.doyle@gcfi.org

RESOURCE PERSONS

Orisha Joseph

Communications

Sustainable Grenadines Inc.

Clifton , Union Island

St Vincent and the Grenadines.

Tel: (784) 485 8779

E-mail: orisha.joseph@gmail.com

John (Jay) Pendergrass

Senior Attorney, The Environmental Law Institute
2000 L Street, NW, Suite 620

Washington, DC 20036, USA

Tel: 202-939-3846

Fax:
E-mail: pendergrass@eli.org
Skype name:

Robert S. Pomeroy

Professor, University of Connecticut-Avery Point
Agricultural and Resource Economics
Room 380, Marine Science Building
1080 Shennecossett Road, Groton
Connecticut 06340-6048 USA

Tel: 860-405-9215

Fax: 860-405-9109

Cell:

E-mail: robert.pomeroy@uconn.edu
Skype name: bobpomeroy

Zaidy Khan

MPA Specialist, CERMES
Pomme Rose Apartment
Mount Edgecombe, Springs

St George’s, Grenada

Cell: (473) 414-3560

E-mail: zaidy.khan@gmail.com
Skype name: zaidy.khan

OCCASIONAL VISITORS

Patrick McConney

Senior Lecturer

Centre for Resource Management and Environmental
Studies (CERMES)

UWI Cave Hill Campus, Barbados

Phone: (246)-417-4725

Fax: (246)-424-4204

Cell: (246)-259-7100

Email: patrick.mcconney@cavehill.uwi.edu
Skype name: pmcconney

Web site: cavehill.uwi.edu/cermes

Maria Pena

Project Assistant, CERMES

The University of the West Indies

Cave Hill Campus, St. Michael BB 11000
Barbados W.I.

Tel: (246) 417-4727

Fax: (246) 424-4204

E-mail: maria.pena@cavehill.uwi.edu

Luther Rennie
Sandy Island/Oyster Bed (SIOBMPA)
Carriacou, Grenada

Norland Cox
Ministry of Carriacou and Petite Martinique Affairs
Carriacou, Grenada
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ERMES Purpose of this presentation
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ang Enveonments Studkes (CERMES)
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* Sometimes we forget to celebrate what we have
accomplished ... we disregard the very important
foundations for building a culture of success

* If we are going to properly address topics of

CERMES and SusGren overviews of communication, community engagement and
2 = participatory monitoring and evaluation ...
MPA governance in the Grenadines then we should first take a step back to admire

where we have come from and how far we have

What we have done with Grenadines partners to reached together ... so we can build on successes

help develop adaptive capacity and governance

Coastal co-management

Coastal Resources

Other partners and initiatives

o eSs el Co-management Project

CaMPAM Network and Forum (CORECOMP) R 2 'GT
3 * Purpose: 7 a

2 Samau _f

— Coastal resources governance reform through w3 ef £}
= co-management ] /‘ 4 Pt
* Sites: I
— Gladden Spit & Silk Cayes Marine Reserve ~ Z"“\ N
(Belize) O L/ :
N — Laughing Bird Caye National Park (Belize) Nayrnes Chsnasl

e v ST

— Sapodilla Cayes Marine Reserve (Belize)

— Tobago Cays Marine Park {Union Island)
* Partners:

— Friends of Nature

— TASTE

— TCMP office
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andManagement of Protectod

an Challenge

1
T Parks

‘The Caribbe

Co
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LORAL MRS
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Management effectiveness

Enhancing management: How is your MPA doing?

Posters presented at conferences

Tobags Cays Muine fak, Avw the <omdhions fer
g i Ry s obags Ceys Marne Pk How b s WPA doing”

= Purpose:

— To conduct participatory management
effectiveness research and evaluations by
training at least 30 people at three MPAs.

— To improve MPAs in the region by monitoring
outcomes in lessons learned training and
communication materials for coursework,
research, management and coastal policy

Sites:

— Negril Marine Park (NMP)

— Tobago Cays Marine Park (TCMP)

— Sapodilla Cayes Marine Reserve (SCMR)

&

et i e e e Partners:
— NCRPS
- =7 — TCMP office
— — TASTE
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Lots of communications on TCMP
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Presented at: ) T o .‘:a’il’ﬂ'ﬁ""‘;‘" . i -
MPA Management Effectiveness information sharing meeting o Cave Il Cupes Barsadai
31 January (Union Island) — 1 February (St. Vincent), 2007 i

Socio-economic Profile of
Fishers in the Grenadines

e v ¢

Developing a PGIS to support transboundary MSP for the Grenadine Islands

- —

Kimberly Baldwin |
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SUSTAINABLE GRENADINES PROJECT

AINABLE INTEGRATED DEVELOPMENT

AND BIODIVERS CONSERVATION
IN THE GRENADINE ISLANDS

Grenada
and
St. Vincent and the Grenadines

Training Workshops

7 training workshops with
approximately 260
participanis

Leadership
Office procedures
1 n|anagemen"
otiation skills
writing

munication
rategic planning and

Effective Writing

Sector Planning Workshops
4 workshops with over 260
participants
Regattas

Water taxis
operators

Green schools

Fisher folks
organisation

Mini-projects

* 16 mini-projects in 5
Grenadine islands

*» Focus
-coastal or beach
enhancement
-fishing skills
-enhancing the
communities

Implemented by ‘
ur school clubs

ren NGOs/CBOs

> government agency

Attachments/Exchanges

14 persons from 8 NGOs
have benefited from
Attachments

struction

farming
* Heritage park
development

strengthening
* Nature trail
development
* MPA monitoring
* NGO development

Institutional Self-Assessments

Completed for 14 NGOs

* Inform training workshops
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ASSOCIATED PROJECTS

Water Taxi Project
Tunde (GEF/S along win
The Eutopaan Union

« Tra 1 in green boat
operations

environmental stewardship
and safety at sea

and eguipme
ons received

People and Corals Project

3l al [k
o Foundation

hools receiv:
9s of the
People and Cor.
workbook

-24 teac!

from acro

the Grenadines

an e main islands
were lrained

Seamoss Farming

Funded by the National
Marine Sanctuary
Foundatic

-Over 50 pounds of dry
seamoss has been
nulated for sale
tabliched a new farm
in Carri

Supporting Research

-CERMES students

pollution

Training

REEF CHECK

ENFORCEMENT

Strengthening Reef Management
in the Grenada bank
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Co-management and local area
management covered in projects
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LOCAL AREA MARAGENEIT PRaRsT TEm a2 Woessear

- s g
THE SUSTATIABLE GRENADNES FROECT
AN TSR L T 8 DTS

e e ) ‘

£ ECIMTY £ N A

R 54 “Duaguing ¢ Lo Mataguamens Wl i Duries i
oy s oyt bk Masv Pk hevs Wosrtun”

o e ot sy, Wb o
v .

Loca! Arm Mangerert Proect (LAMK)

2 usaip @,L\ eNorare (50

s  hhada

Much attention paid to stakeholders

Sustainable “green boat”
practices for water taxi
operators in the
Grenadines

Beat pracices for & cleaner mevine
envitonment through improved
boating operaticns

BASELINE SURVEY OF THE
SOCIO-ECONOMIC CONDIMONS
AMND ENVIRONMENTAL AWARENESS

IN THE GRENADINE ISLANDS

Reports for reference, memory

Report of the vision end project
planning workshop for Southern
Granadines Water Taxl Assoclation and
Cammacou Petita Martinique Vater Taxi
Aszociation held on June 27-28, 2004,
Camacou, Grenada

THE SUSTAINABLE GRENADINES PROJECT

B e e ] ks o e v e o 138 e oy

Report of the fisherfolk planning
workshop

Newsletters share information

Suiinatie Grenadines News

N SOCCrS @ Lirant P 0 Ureee ming

Sustainable Grenadines News

P TS
ST ——

Current CERMES led MPA projects

Adaptiva capacity for MPA gove
In the eastarn Caribbean

] { - r— w0
T 27T (eoyes e ot Do o e
i o

THANKS!

»
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Soufriere Marine Management Area (SMMA)

Re-Establishment of the
Soufriere Water Tax: Rotation

Nadia Cazsubon, SMMA Inc

Allena Joseph, Department fsheries, St Locia

Methods

® Consultation with Water Taxi Operators
2 Develop water taxi rotation
= Implementation of rotation

® Development of standardized price list

Criteria

Operators must be members of esther the SWTA or the
SBI

LAl relevant hicenses, tegstoation and wmnsumance
Hocuments must be vald
Repulations or Agreement govermng implementation to

be developed and legally binding

bucxpl;wn y Comuuttee established 1o tesolve conflicts
Alumludxzcd puce kst 1o be developed and adverused

Introduction

Soufoere Warer Tax Assocanon formed 10 19905 but
DOt fepistered
* Adsursstsced walss o cotation foc ply fos hae sod fakang

cwtunls o Jalonse Anse Chartanet snd Sonfiees Say
Splst
* Soufrms Wates Taxi Assocmtion — imgintasd
* Soafness Bostms lne — osgrteond
SMMA Inc admuruster 33 neutrsl entity adounister

totabhon

Results

Cateria developed to be placed on rotation

& Standardized price list developed and

smplemented

Rotation schedule prepared and disseminated

Water Taxi
Rotation
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Discussion

# Rotation adhered to by all except one.

# Certain issues still persist

® License to vend, snorkelling to be obtained
by all operators

8 Acquisition of booth not galvamzed

® Hiring of ‘neutral’ agent

# Revitalization of both associations required

5
Key learning B Terms Of Reference - Update

® Conflicts are never completely resolved. Terms of Reference completed

® Process of managing conflicts must be ® Scope of work too wide for funding under this
adaptive project.

® SMMA Inc. continues role of conflict L. Funding to be sourced to proceed with

management development of the strategic plan for the SMMA
nc.

Thank You
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Tobago Cays Marine Park (TCMP)

Enhancing the Management
Effectiveness of Tobago Cays

Marine Park Board

Olando Harvey & Kenneth Williams
Tobago Cays Marine Park
St. Vincent and the Grenadines
May 30%_ 2012

Rationale

The Marine Park Board has been functioning since the
Marine Parks Act (1097) was instituted; however, there
has not been any formal training on board effectiveness
specific to Marine Protected Area management.

ObjéCthe

To improve the efficiency and effectiveness of the
Tobago Cays Marine Park management board;
thereby, improving adaptive capacity for better MPA
governance.

" Methodology

One Day Training Workshop for TCMP Board on
enhancing board effectiveness facilitated by Ms. Zaidy
Khan.

Topics from manual:
1. “Board of Directors Self-Evaluation™
2. “Responsibilities of a Board Member™
3 “What are the responsibilities of an individual board
member.”

General Discussion on board procedures

“Traiming for Enhancing Board Effsctivensss.” (CERMES, 2011)

P Results

[Comzideration:

ig-

Results Continued

[Board has full ad shared undarstanding of the roles and.
Fespomsibilitios of a NGO board of directors

s 4 3 2 1
|Consideration: Very | Good | Okay | Fair | Poor
Good

[Board member: smdarstand the organizason's mizsion gosl
Jebioctives and i prodacts / programs

I

[Board has clear, relovam and realistic strategic plan for action with

S %o Smategic Pl

[Bosrd member: effectively reproseat the crpasization to the
g foemmiy

and othars im the network of alliances X

[Structize of the crganisation (board, oScers, committeas,
pxecutive and staf) is clear 1o directons

+

[Board meetings faciitate a productive focws of attention 2ad
fproess on impartame izational matters

[Board attends 10 policy-related deciions whica effecthely guide
[2s operational activitios of staff

[Board regulasty msoxstors and evalustes progress toward sTategic
Jssais and product’ promam performance

¥s Seatogic Plaz

Board receives regular reperts on finances Tudgets,
prod=cts/program performance and other immportint matkrs.

o

[Boxd rogulasty evainatms 2ad dovslops the chief sxecutive on tho
Ppasis of clearly written sxpectations and plams

7 [Board helps 1o sst fundraising goals and & acthvely mvoled in
Fundraiiing imiatives, meluding Ememcial overight

[Board 2as approved comprabemsine persome! pobicies which
jachuds dumam resowree development and budding capacity

[Each mazsber of the board feels ivolved and mterested in the

Jooasd's wark ixchuding acthe participation i committees
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Results Continued

4 3 2 1
IConziderations Good | Oksy | Fair |Poor

5
Very
Good

ALl of the tkills, stakeBolders and diversity nocessasy for the
|organizaton’s mission are represented on the board

[Board mezmbers Tecsned orisaation on recnutment’slection and
fosular trazeng and wpdates on their responsibilities

[T2s board kas an operations zmumal that & regularly comsulted,

feviewsd and revised 35 standard procedurs

7 T2 board has a conflict vfmmpobsynhdulcbrm form No Agpcabls
St membars are required 1o Sl o and comply with

No Operatioss Mamul

[T2s board regalurly pays atntion to the lsgal provizions
|[sovemning it, mchuding the aricles of association and bylaws

[Mestngs havs written ageadas, e conducted effectively with
Ithe qmoram being regularly met. and mimues are kept

[T2s board kas a process for handling urgene matrers betwesa.
Iusatings with the appropriasss ksl of approval

e S ———.. : / :
~ Considerations for the Next Year
(May. 2012 — May, 2013)

Formulation of a draft Strategic Plan focusing on
livelihoods and fundraising.

Development of strategies to effectively have
continuous communication with stakeholders.

Wider inclusion of stakeholders (including the
newly formed fisher folk Association).

—— /

Issues of Concemn

« Inconsistency in scheduling board meetings
» The board 1s divorced form the issues on the ground.
+ The current management plan under utilized.

= Under representation of community and stakeholders
interest on the board (e.g. Mayreau & Fishers)

= There 1s not enough ownership by board members

+ Lack of a unified understanding of “what 1s an MPA?”

Way Forward

* The Chairman of the Board would be responsible for
scheduling meetings.

« The board needs to have quarterly updates from technical staff
(e.g. Marine Biologist).

* The board needs to focus on the TCMP Management Plan
especially “Part 2: Goals and objectives”.

* Some Board Meetings would be conducted on Union Island
(this would require proper coordination).

« Extension of the period of ranger presence in the MPA (i.e. a
drive towards 24 hr presence)

« There needs to be representation from the communityof
Mayreau on the board.

# Thank You!
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Sandy Island/Oyster Bed (SIOBMPA)

Strengthening MPA Management
Decision Making Process and Introduction
Putting Adaptive Management in

Practice

P ———

2012

* Ministry of Carriacou & PM recommended
stakeholder consultations with fishermen
Sandy Island/Oyster Bed Marine Protected Area * Window of opportunity
Presented by ¢ Funding from MPA Gov. projected
Davon Baker, Jody Placid e

Method

* Planning Meeting

Results

* SIOBMPA Co-Management Board members
« National MPA Coordinator
* Fishermen
* MPA Specialist
¢ Fishers Consultation

» Issues affecting fishermen realized and documented

* Realization that the majority of fishermen understand
the need for the MPA to protect fish thus their
livelihood in the long run

* Formation of a core group of fishermen to engage the
Board with greater participation in management and
realization of benefits to the community

= —

Discussion

Lessons Learned

* Maintain open lines of communication

* SIOBMPA to provide greater avenues for discourse
* Need to embrace fishermen as supporters of the MPA
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Laying the Groundwork for the
gvelopment of a Business Plan for
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Woburn/Clarke’s Court Bay (WCCBMPA)

WCCBMPA Governance Activity 3

Recap : WCCBMPA Activities

* 3 Fishermen
Consultation meeting,

MPA Governance : WCCBMPA
Activities

1 Multi
stakeholder
meeting with
fishermen,
Yachting
sector , Marina
operators and
davelopers,

Preliminary Findings

¢ lack of coordination and communication
between government departments in the
current process of WCCMPA planning.

* More information is needed to see how the
MPA management plan is going to deal with
cumulative pollutlon ( Factory & Yachting
industry) problem in the bay.

Preliminary Findings

+ A clear vision is needed to see how the on

going marina development and

private home developments will be in
incorporated in the WCCBMPA
management planning.

Preliminary Findings

* This issue had been also frequently highlighted
by National Implementation Strategic
Partnership members, how current national
natural resource economic development plans
in the MPAs or in protected areas going to be
addressed by respective protected area
management plan
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Introduction

* higher recognition of strengthening and
integrating all sectors that impact the
protected areas planning, management,

regulation and enforcement.

* There is greater need for understanding

the diverse mix of regulations.

What Process ?

~=li"

* The complexity of the issues facing in case of
WCCB require that governance must be
integrated, just as ecosystems are
interconnected.

+ Governance that allows and promotes
cooperation between agencies, between
governments, and between government and
other institutions is essential.

Approach

cosystem based approa

integrated approach. It Seeks to Ilnk pre\nously

sector-based management to consider the full

range of uses that affect an ecosystem or
ecosystems.

* Rather than single sector management, the EBM
process seeks management of the whole
ecosystem; integrating all sectors that impact, or
are impacted by, the ecosystem; with coordinated
management at all levels relevant.

Objectives

#To apply integrated W

approach to WCCBMPA management planning
process.

#To develop clear informative and procedural
understanding with different government
sectors in relation to industrial development
and resource management and biodiversity
protection and strengthen the relationship.

Method : Administrative

* Agreement on the integrated approach
# Workshop agenda.

# Invite letter to the PS: Call for high level
inter sectorial integration.

# Invite letter to the departments

* Workshop presentations : Fisheries MPA
plans and what is Integrated EBM approach

* Facilitator

*Ministry of Finance: Physical plann
+Grenada industrial development Commission, (GIDC).
+Clarke’s Court Rum Distillery, Grenada Distillers Limited
(GDL).

Is the largest distillery in Grenada? The distillery waster
water outfall is in the WCCB MPA.

+*National Water Sewage Authority (NWSA).

Is responsible for the treatment and disposal of liquid
sewerage.
+*MAFF : Department of land, Fisheries and Forestry
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Results : 3 main stakeholder groups

Other

Government Business / Civil Society

Authorities private sector { technical and
scientific team)

Minastry of GIDC Grenada Fund for | SGU/ MPA scientific

Environment Conservation team

Winstry of Fmance. DL WCCBMPA plan

PPU consultant

Ministry of AFF
Department of lands
Department of
FOresty fiperies

Ministry of Health:
Environmenta! health

Ports Authority

National Water
sewage authority

Stakeholder analysis

gt 22
1

* Table 2: Multi stakeho "

Stakeholder Communication

Stakeholders ] Erwirco | Fisheries | NAW | Minof | GOC | Rum Fores | Lan | Ports
ment AS Health Factory | try & | Author
Uait y
Naw
enforc
emert
[0 Absent
Erwironment unit
X X X
Fisheries v X v v/ v v 4 v
NAWA Absent
Health Absint
aoc X X X X
Rum Facory
Forestry 7 4 7 X X

Snap Shots.

Snap shots
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Creating an enabling environment for cross
engagementis a key step towards integrated
ecosystem based.

» Necessary steps recognized in the participatory
approach during this exercise was the

> High level commitment and call

»  Consultinteragency liaisons early in the
planning process, organized around specific
issues.

Key Learning.

* Enabling Administration and communication
systems for EBM approach

* More capacity building is needed with
government officials (decision markers) in
integrated EBM process and systematic steps.

* EBM process initiation and process is long and
needs stronger drive , coordination , national
and expert support.
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COMMUNICATION:
TOOLS IN THE KIT
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What is communication?

= The act of conveying information.

m [trequires a sender, a message and an Intended
receiver, although the receiver need not be
present or aware of the sender's intent to
communicate at the time of communication.

m The communication process is successful once
the recelver has understood the message of the
sender as it was intended.

" EE—
Communication process

Sender Receiver

= decides to nitiate 3 message = perceives the incomng
with a specific set of imended messags as a spechic pattem
maanings of symbols

® encodes the infended s decodes the message through
meanings by selecting specific his or her own nlerpretabon of
worde, gastures o mages the symbaols
which the Receiver s expected  a g influenced in some way
to understand (whether aware of this

& fransmas massage in visual nfluance or not)
spoken and/or written form » peovides feedback to the
across the gap between Sander if the Sender s clasely
Sender and Recaiver mortorng the responsa

|= S
Communication process
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OF e
Barriers to communication

m lack of shared cultural meanings

m unfamiliarity with the language/jargon
m physical or mental state or condition

m faulty perception or interpretation

m background noise or other distractions
m external or environmental issues

Communication flows, directions

= Downward, or enabling, communication that moves
instructions and other directive information down or
through the organization structure

= Upward, or compliance, communication that provides
feedback to the people who originate the downward
communication

m Lateral, or coordinating, communication that moves
between members of the organization at the same levels

m The grapevine, often a social network, which fills in gaps

in official communication and provides answers to
unaddressed questions.

Communications campaign...

m  Eight steps to a communications campaign:

1. ldentify the issue that is the subject of the
campaign

2. Know the audience to whom you will
communicate the information

3. Set objectives or list the aims of the campaign

4. Create a communication strategy or determine
the methods you will use to communicate

O
Communications campaign

5 Design the messages to suit the media to be used and
the audience to be reached

6. Make a plan to manage the campaign so that at all
times you will know exactly what is being done and by
whom, what is next and who is responsible

7. Develop methods to evaluate the effectiveness of the
campaign or answer the question: Has the
communication plan worked?

g Consider and plan how to sustain the campaign until it
has achieved all of its agreed aims

10

Communication strategy, plan

m Before starting, find out what those outside of
your organization, especially the potential target
audiences, think about your organization. This
will help you to decide upon priority areas for the
communication strategy.

m Start by thinking about how your organization is
communicating now. Are you saying what you
want to say, to the people you want to say it to,
with the desired impact?

1"

Communication strategy, plan

m Be clear about the target audiences and user
groups you wish to reach. Prioritize them
according to importance and influence relative to
the communication objectives. Do not just think
about the ‘usual suspects’ (e.g. fishers).
Consider the entire market for your messages.

m Think about what communications your target
audiences prefer (e.g. audio-visual rather than
text) and plan to use the right ones for maximum
impact. Market research can guide choices.

12

Page 21




Report of the third workshop on adaptive capacity for marine protected area governance in the eastern Caribbean — V2

F———————
Communication strategy, plan

= Keep it manageable. Do not underestimate the
time involved in communication. Include key
deadlines, milestones and review points to guide
your progress and keep on track.

m Ensure value for money by targeting
communication effectively: prioritizing the
audiences and channels and focusing on high
impact/low cost activities.

13

" I
Communication strategy, plan

m Keep the communication strategic plan simple. It
will be easier to evaluate and update a simple
plan quickly and appropriately as various
aspects change over time.

m Develop a communication action plan to go
along with your strategic plan to explain:

= What you're going to do

= When you're going to do it
= Whois going to do it

= How much it will cost

g
Product/pathway pros and cons

m Television m \Web sites, blogs

= Radio (PSA) m Panel discussions

= Radio (call-in) m Web 2.0 wikis etc.

m Newspapers m Videos, YouTube

= Newsletters m Slide presentations
= Brochures etc. m Face-to-face chats
m Email groups m Popular song, dance
= Email lists = Community theatre

Knowledge, attitude, practice (KAP) studies inform communication choices
15

POLICY INFLUENCE FOR
EFFECTING CHANGE

" JEE——
Five key dimensions of possible policy impact
(Jones and Villar, 2008; Keck and Sikkink, 1998)

= Framing debates and getting issues on to the political
agenda: this is about aftitudinal change, drawing
attention to new issues and affecting the awareness,
attitudes or perceptions of key stakeholders.

= Encouraging comprehensive commitments from states
and other policy actors: affecting language and rhetoric
is important to, for example, promote recognition of
specific groups or endorsements of international
declarations.

17

" JEE——
Five key dimensions of possible policy impact
(Jones and Villar, 2008; Keck and Sikkink, 1998)

= Securing procedural change at domestic or international
level: changes in the process whereby policy decisions
are made, such as opening new spaces for policy
dialogue.

= Affecting policy content: while legislative change is not
the sum total of policy change, it is an important element.

= Influencing behavioural change in key actors: policy
change requires changes in behaviour and
implementation at various levels in order to be
meaningful and sustainable.
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' S " A
5 5ok : - Which actors
A guu!e to monitoring and evaluating Influence mapping & how do you:
policy influence (Harry Jones, Feb 2011, ODI) - Inform?
» Educate?
Figure 1: Policy influencing approaches Ciecier suakiis + Persuade?
i Y I » Mobilise?
Advisors & Opinion Leaders
Policy briefings | Endronmental petitioning
Casperation) (eg.OD) (o8 Green Alliance) /_/7 I \
Inside track outsidn track
Company lobbying Direct action
ez A7) (e g Greenpeace) Government |Assoclations & Public & Bellefs, Information
Departments Lobbles Constituants ldeology, & Media
S St andHalind 100 Sl b b i ouctit e el Ao ey e
19 20
* I "
Community of practice Outcome mapping  [Semoreunde Fwee) |

Steps in Starting up a Community of

Practice
‘—!\ Behaviours &
it g Activities

THREE STAGES OF OUTCOME MAPPING

S— INTENTIONAL DESIGN s

Preliminaries [;:"_r\, Start-Up

sponsor;

* Pick a focal point
- Problem
- Practice
- Process

* Prepare a business case;

* Present 2 proposal (where
resources or support will be
needed);

-Value/benefits

* Identify the champion and * Set the agenda:

- issues/interests
- problems
- goals/outcomes
* Devise mteraction modes;
- email
- face-to-face meetings
(scheduled/unscheduled)
- virtual mestings
- telephone/conference
all

* Share expenence and know-
how;

* Discuss common issues. and
interests;

* Collaborate in solving
problems;

*Analyze causes and
contributing factors;

* Experiment with new ideas
and novel approaches;

* Capture/codify new know-

Step I: Vision

Step 2: Mission

Step 3: Boundary Partners
Step % Qutcome Challenges
Step 5: Progress Markers

Step &: Strategy Maps

Step 7: Organizational Practices

EVALUATION PLANNING

I T,

-

ISpunsmshlpfsuworl S - vfideo(ov";hmn(ng zowm' s Step 12: Evaluation Plan
Interactions * Confirm and secure support * Evaluate actons a s
- Outcomes requirements: + Learming, OUTCOME & PERFORMANCE
* Selact/enlist members; - technology MONITORING A
* Get organized, - resources Step 8: Monitoring Prioritics &

* Get underway. Map outcomes (PM&E) vy by Aoot sy H

Step 10: Strategy Journal H

Source: Nickols F. 2003, Commimities of Prociice A Stare-Up Kit. Distance Consulting, Step 11: Performance Journal =~ e e 22

O
Additional resources

= CANARI. 2009. Communicating climate change: A toolbox for local organisations
in the Caribbean. Port of Spain, Trinidad and Tobago: Caribbean Natural
Resources Institute. [online]

e
Practical exercise (20 minutes)

= The SIOBMPA board wants to become an
autonomous non-for-profit company (like
SMMA) in the best interests of the MPA
stakeholders and nation. Develop a brief
communication strategy to support this
policy change using the template provided

= Deane, L. 2010. Communicating to support local area management. Local Area
Management Project. CERMES Technical Report No. 37. 55pp [online]

= Jones, H. 2011. A Guide to Monitoring and Evaluating Policy Influence.
Background Note. London: ODI. [online]

= McConney, P. and C. Haynes. 2011. Communication. Pages 178-195inR. S.
Pomeroy and N. Andrew (eds.) Smail-scale Fisheries Management: Frameworks
and Approaches for the Developing World. CABI Publishing, Oxfordshire. 258 pp

= OECS. 2007. Toolkit for Communication Planning. Organisation of Eastem
Caribbean States (OECS) Environment and Sustainable Development Unit
(ESDU), Castries, St. Lucia. [online]

Policy makers Integrate MPA  Via existing or  Policy brief New policy has
and advisers  objectivesinto new networks Press release  some of your
23 a new policy eg.meetings Presentation MPA input in it
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People Matter: Community Engagement

Robert m-.uwmy .
Aghculral and Resow oe Economcs
Unvarsity of Connacticut

® Introduction

® Social impacts of MPAs

® Social factors for MPA success
® Community Engagement

MPAs as social institutions

= Introduction:
(1) MPAs as social institutions

(2) Understanding coastal communities

MPAs as social institutions

As a result:

1. Increasing scrutiny regarding the social
impacts of MPAs on people/communities.

2. Increased policy discussion focused on the
human dimension; balancing social and
biological ‘tradeoffs’.

3. Increased social science research
designed to assess and quantify effects of
MPA designation and management.

By definition, MPAs are:

1. Designed to change human behavior and
provide new incentive structures.

2. Limited by surrounding socioeconomics
and social constraints.

3. Implemented with social interests in mind.

4. Dependent on the human dimension to be
successful; biological performance is linked
to people’s behavior change.

MPAs as social institutions

Objectives of MPAs often reflect:

= Sociocultural context

= Socioeconomic setting

* Governance needs

= Political realities

= Human ecology P
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MPAs as social institutions

Social contributions to MPA management:
= Assessment

= Needs identification

= Public feedback

= Prediction of social impacts
= Mitigation of social impacts
= User acceptance

Perceptions and attitudes

Fishers often oppose MPAs because of:

= Use restrictions
= Limitations on income generation

= | ower satisfaction with alternative
livelihood options than fishing

= Reallocation of resources and wealth
among social groups

® Social impacts of MPAs

(1) social benefits

(2) social costs

Understanding coastal communities

MPA design should seek to understand:

= Diversity of coastal people
and livelihoods

= HH adaptation to reduce
social risks

= |ncentives that drive user
decision-making

= Sources of vulnerability to
stresses/shocks

® Social impacts of MPAs
® Serve as a resource reallocative
mechanism

* Benefits are diffuse while costs are
concentrated

A
Social Benefits of MPAs

= [ncreased catch (spill over)

= |ncreased revenue

= |mproved diet/health

= |ncreased non-consumptive uses

= [Improved/diversified local economies

= Enhanced existence value

= Strengthened option value

= Enhanced resilience (“insurance policy”)
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Social Costs of MPAs

= Catch and revenue declines (short term?)
= New management costs

= Opportunity costs

= Direct operating costs

= Social and political capital costs

= [ncreased and/or new risks

* |ncreased human migration; displacement
= Local demographic and economic changes

Shifts in Access and Use

Potential issues include (cont'd):

= Higher user congestion within open areas

* |ncreased fishing effort outside of MPA

= |ncreased travel costs/time to open areas

= |ncreased user conflicts in open areas

= Distributive equity changes; increased
disparity

= Increased occupational risks

Shifts in Access and Use

Non-extractive use costs:
= Negative visitor industry impacts on the
natural environment

= Possible negative economic impacts from
shift out of extractive into non-extractive

= Loss of traditional way of life

= Sustainable rates of non-extractive uses
require time and study to establish

Shifts in Access and Use

Potential issues include:

= Loss of customary access to traditional
fishing grounds; impeded cultural practice

= Preferential access arrangements

= Distribution shifts in income, food security,
material assets

= No or poor availability of alternative or
supplementary livelihood opportunities

Shifts in Access and Use

Non-extractive use benefits:

= Diversification of local economy

= |ncreased visitor revenues as an offset to
lost fishing revenues

= |ncreased local tax revenues

= Reduction in conflicts between extractive
and non-extractive uses

= Allocation for access and use by non-
extractive users

A —
Shifts in Economic Equity

= Poorly understood

= Less studied than
effects on efficiency

= Distributive economic
effects vary by
subgroup

= Transfer of direct use
benefits from
consumptive to non-
consumptive uses
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Social Factors for MPA Success

Critical factors include:

* Public participation and input (ownership)
= Mechanisms for conflict resolution

= Clear and socially-compatible objectives

= Reflection of local sociceconomic realities
= Management accountability ensured

= Stakeholder capacity building and training

Social Factors for MPA Success

* |ncentive structures for local participation,
including economic benefits

= Benefits outweigh costs (real & perceived)
= Benefits and costs shared equitably
= Provision of livelihood opportunities

Community Engagement

* The active engagement of people in a
community in the MPA is at the heart of its
success

* Most agree that co-management is the most
effective form of MPA governance

* Success of co-management is directly related to
a well-organized community that has been
empowered to take action to manage and
conserve its aquatic resources

* MPA managers that engage with the community
will have a greater success

Social Factors for MPA Success

Critical factors include (cont'd):

* |ncentive structures for local participation,
including economic benefits

= Benefits outweigh costs (real & perceived)

= Benefits and costs shared equitably

= Provision of livelihood opportunities

Community Engagement

Wide engagement with stakeholders is reqguired in sefection,
declaration, zoning and management to ensure that robust
local and traditional knowledge is used in the
designy/planning, and that existing use rights and potential
threats are considered in the planning process. This
engagement assists to provide a framework for designs to
best recognize local knowledge, minimize effects on users,
assist with local management (thus enhancing the
likelifivod of persistence of the MPA and limiting compliance
violations), and the management of surrounding/upstream
areas to avoid compromising the objectives of the MPA
network. (MPA Design Principles for Australia 2009)

Community Engagement

Community engagement should occur at all phases
of MPA planning, design and implementation:

- Issue identification and baseline assessment
» Plan preparation and adoption

» Action plan and MPA implementation and
enforcement

» Monitoring and evaluation

- Information management, education and
outreach
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Community Engagement

* Community organizing is central to co-
management and community engagement

* Community organizing is much more than just
establishing organizations, it is a process of
empowerment, building awareness, promoting
new values and behaviors, establishing self-
reliance, building relationships, developing
organizations and leadership, and enabling
communities to take action

Community Engagement

* In some cases, a community
organization(s) exist; while in others, a new
organization(s) will need to be formed

+ Some existing organizations may not be
appropriate for MPA co-management

* The process of community organizing is
seldom ‘tidy’; it doesn'’t always
happen in neat, predictable steps

Community Engagement

2. Mobilization

Seek out community support and build a base
of support among community members;

Hold meeting(s) to discuss the vision or
mission, reach consensus and agree on developing
an organization or join an existing organization;

- Develop organizational goals and objectives,
organizational structure, leadership/membership
and action plan;

Appoint a representative of the organization.

Community Engagement

« To participate in co-management, the
stakeholders will need to organize
themselves and arrive at an internal
consensus on the interests and concerns
that they want brought forward

» Meetings and discussions are held among
the individual stakeholders to identify and
clarify their interests and concerns

Community Engagement

There are several components in community
organizing:

1. Preparation:
Create a core group(s) and core leaders;
Assess the situation (research);
»  Hold visioning exercises;
Decide on a mission for the organization.

Community Engagement

3. Strengthening

Environmental education, capacity
development and social communication;

Building alliances and networking;

Organizational sustainability to keep members
and funding

4. Evaluation
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Community Engagement

Community Engagement

» Goals for a participation process should be established
early and communicated clearly.

» Appropriate process design depends on goals and context.
There is no "best” place to be along the participation
continuum, and no one process can fit all situations.

» Managers need to evaluate what level of participation is
appropriate to their situation, given their stated goals, and
plan accordingly.

« Different participatory mechanisms lead to different levels
of involvement, with some merely facilitating information
sharing and others providing opportunities for real
deliberation.

Community Facilitation
steps steps

1. Whatisour | 1 Situation analysis *Mapping

situation? Generate relevant information for =Historical profile / timeline
discussion and analysis about the u
lecal environment, resource use and Seasonal calendar
problems

2. Why these 2 Learning & Awareness | +Ecological and traditional

problems and Discuss traditional and scientific knowledge )

what can we do? | informationimportant for =Stakeholder analysis
understanding issues and planning *Problem trees
actions

3. Can the 3 Action Planning *Issue discussion / ranking

community agree | Select priority issues and develop ) )
a way forward? actions to address these including =Action plan / matrix
ftime frame and responsible

cies

4. How can we 4 Monitoring plan =Link to Action plan
tell our plan is Develop and implement a monitoring
working? plan during subsequent workshops

and follow ui

Community Engagement

Participatory Mechanisms:

= Public hearings and meetings

- Citizen advisory committees and groups

» Citizen juries and review panels

- Negotiated rule making and mediation process
= Public opinion surveys

= Community forums

» Facilitated workshops and meetings

« Visioning

« Focus groups

» Volunteers

« Utilizing a combination of participatory mechanisms leads to greater
participation.

« Utilizing diverse types of information, and in particular providing
information created by participants themselves, also leads to greater
participation.

« It is essential to clarify from the start of any participatory process
what issues are being considered, who will make the final decisions,
and why and how stakeholders are being involved, so that all involved
are clear about their roles in decision making.

« Stakeholder participation processes should be tailored to fit the
unique needs and opportunities of each context. For that reason,

it is important to recognize the history of the community (e.g.,
successes and failures, stakeholder dynamics) and consider the social,
political, economic, and gender dimensions affecting various
stakeholder groups.

Community Engagement

* When designing a participatory process, the
capacity of both the lead agency and stakeholders
should be assessed so that various factors such as
time, money, and training and expertise do not
become barriers.

« Information empowers the public to become
involved in and make an impact on the planning
process. In this way, education facilitates
meaningful participation and, therefore, plays a key
role in influencing successful participation

Conclusion

* Social rationale for MPAs varies

» Social and biological uniqueness of MPAs
* Balancing act between needs and realities
* No blueprint for MPA social success

= MPAs cannot exist in isolation from social
factors and issues

* People matter
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Participatory Monitoring and Evaluation

Raobert Pomeroy
Agnculiur and Resource Economics
Ursvarsity of Connecticut

Remember adaptive management

Why is Participatory Monitoring and

Evaluation important?

PMB&E is geared towards not only measuring
effectiveness, but also towards:

« building ownership and empowering beneficiaries
« building accountability and transparency

- taking corrective actions to Improve performance
and outcomes

» management and re-planning ,4:_9:‘;:,_, e

- impact assessment POt

- institutional learning oY

« understanding and negotiating stakeholder
perspectives

What is Participatory Monitoring &
Evaluation (PM&E)?

Participatory monitoring & evaluation (PM&E) is a

process through which stakeholders at various levels:

+ engage in monitoring and evaluating a particular
practice, project, program, plan or policy

- share control over the content, the process and the
results of the M&E activity and

+ engage in taking or identifying corrective actions;
learning and adapting.

PM&E builds upon the active engagement of primary
stakeholders and their means of communication

Why is Participatory Monitoring and
Evaluation important?

Participation Is Important to the M&E process since:

» it offers new ways of assessing and learning from
change that are more inclusive

» it allows managers to be more responsive to the

needs and aspirations of those most directly
affected.

Why is Participatory Monitoring and

Evaluation important?

To summarise, PM&E has 4 main overall purposes:

1. Management In close collaboration with
partners and the local population.

2. Learning with (not around) the local population
and key stakeholders (both men and women) at
different levels.

3. Empowerment of the |ocal people and partners
In the field so that they own and contribute to
management.

4. Accountability upward (to the donor), and
downward (to the people we are working with),
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PM&E process Methods for PM&E

Step 1: Planning the PM&E
process and determining
objectives and indicators

Decide who

Step 2: Gathering data

_ X ==
Step 3: Analyzing data m

Step 4: Sharing information
and defining actions to be taken

Methods for PM&E

STEP 1: Reflections on PM&E capacity within the organization

STEP 2: Identifying interests of M&E stakeholders . .,‘,::: ":;‘“::
STEP 3: Defining the purpose and scope of the M&E
STEP 4: Defining impacts, outcomes and outputs

STEP 5: Developing performance questions and indicators
STEP 6: Baseline assessment

STEP 7: Setting performance targets

STEP 8: Developing M&E data collection tools

STEP 9: Participatory monitoring

STEP 10: Using and communicating M&E information

e —
Difference between PM&E and conventional Difference between PM&E and conventional
monitoring and evaluation approaches monitoring and evaluation approaches

Who plans and manages the process: Role of 'primary stakeholders'
(the intended beneficiaries):
Conventional:
» Senior managers or outside experts Conventional:

» Provide information only 8 (3'
Participatory M&E:
* Local people, staff,
managers, and other
stakeholders, often
helped by a facilitator

Participatory M&E:

» Design and adapt the methodology, collect
and analyze data, share findings and link
them to action
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Difference between PM&E and conventional
monitoring and evaluation approaches
How success is measured:

Conventional:
- Externally-defined,
mainly quantitative indicators

Participatory M&E:
+ Internally-defined indicators,
including qualitative judgments

Who leads, and who follows?

Internally led PM&E

- joint management of PM&E where project staff
and representatives of beneficiaries co-design and
co-manage the entire PM&E cycle

and/or

Externally led PM&E

- process is designed and managed by NGO, donor
or government agency, and primary stakeholders
are involved mostly in information collection and
interpretation

Principles of PM&E

. flexible for adaptation in different contexts

. iterative, with regular and periodic assessment

. relevant and useful for stakeholders

- long term perspective  \oniiring Evaluation
. realistic Privcess Evalsatins Effictivesess Evalistion
. analytical !
. outcome-based

. not “target driven”
9. indicators defined at local/national levels

10. fewer, rather than more, indicators

11. multi-dimensional, context specific approach to poverty
12. vulnerable groups, especially women, must benefit

[ R R R R

Difference between PM&E and conventional
monitoring and evaluation approaches

Approach:

Conventional:
+ Pre-determined
« so very little flexibility

PM&E:
- Adaptive
* based on learning together

g0

Keep an open mind!

Audience for PM&E

Stakeholders who will intentionally or unintentionally
benefit from the PM&E in terms of involvement and
products (lessons, new ideas, etc.) generated.

- PM&E activities are intended to improve the capacity
to promote a learning culture among linked
stakeholders at different levels, with an emphasis on
local and national stakeholders.

- Identification of broad audiences is a necessary initial
step.

- Expanding the range of MPA stakeholders, especially
at local and national levels, is key for PM&E.

Factors influence PM&E sustainability

* Perceived benefits (and partial or short-term
costs) of PM&E

* Relevance of PM&E to the priorities of
participating groups

* Flexibility of the PM&E process to deal with
diverse and changing information needs

* Quick and relevant feedback of findings

* Capacity to act on recommendations that might
arise from PM&E findings; responsiveness
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Factors influence PM&E sustainability

* Degree of maturity, capabilities, leadership and
identity of the groups involved, including their
openness to sharing power

* Local political history, as this influences society’s
openness to stakeholders’ initiatives

¢ Dealing with short-term survival needs of
participants, while pursuing longer-term
information needs

* Material support to make the PM&E possible
(e.g. pens, books, training, etc.)

MPA PM&E example: bio-physical

1. Plan PM&E

o Agree on focal species to measure recovery
2. Gather data

o Do reef surveys with dive operators, fishers
3. Analyse data

o Group analyse trends in species abundance
4. Decide to act

o Change regulations, zonation, monitoring, etc

MPA PM&E example: governance

1. Plan PM&E

o Decide what indicates success of workshops
2. Gather data

o Conduct evaluation surveys after workshops

3. Analyse data

o Ask participants for reasons behind responses
4 . Decide to act

o Collaboratively (re-)design future workshops

Outcome mapping

THREE STAGES OF OUTCOME MAPPING

pon— INTENTIONAL DESIGN o

A really cool PM&E
tool. Visit "Outcome
Mapping Learning
Community” online.
Lots of downloads.

i
i Step 1z Vision
H Step 2z Mission
i Step 3: Boundary Partners
i Step 4: Outcome Challenges
i Stop 5: Progross Markers
Step 62 Strategy Maps
Step 7: Organizational Practices
:
i
H
v

EVALUATION PLANNING

Step 12: Evaluation Plan

OUTCOME & PERFORMANCE
MONITORING ‘
i
H

Step 8: Monitoring Priorities
Step 9: Outcome Journals

Step 10: Strategy Journal H
Step | I: Performance Journal L. om—

http: / /www.outcomemapping.ca/

MPA PM&E example: socio-economic

1.Plan PM&E

o ldentify which livelihoods are essential ones
2. Gather data

o Community members report on employment
3. Analyse data

o Monthly forums determine work level trends
4 . Decide to act

o New incentives/blocks to adjust employment

Practical exercise

+ Select an MPA
aspect for PM&E

+ Use the 4-step
framework to say
why PM&E, what
to monitor, with

_g» Whom, for what

=~/ evaluation output

~~ and outcomes

- Share the results
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