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1.
Background

The Caspian Environment Programme (CEP) aims to halt the deterioration of environmental conditions in the Caspian Sea. It brings together Iran and the four New Independent States (NIS) of the region – Azerbaijan, Kazakhstan, Russia and Turkmenistan. The programme has been supported by the international community, including Tacis, the Global Environment Facility (GEF, in which UNDP, UNEP and the World Bank participate) and other multi- and bilateral agencies. 

Tacis has decided to finance a second phase of support. The present Terms of Reference (TOR) set out its intentions. They have been drawn up with a view to ensuring continuity for its own actions and their complementarity with those of the other international programme elements, especially those of the GEF.

1.1
Purpose of the Caspian Environment Programme

CEP documents identify the root causes of Caspian environmental problems as legal and institutional (inappropriate legislation, unrealistic regulation, unsuitable management practices), economic (unsustainable development models and inappropriate processes) and to some extent as natural (sea level fluctuations). 

In order to help stem the deterioration, the Caspian governments have given the CEP the overall goal of promoting the sustainable development and management of the Caspian environment over the medium to long term (approximately 20 years). They have also identified the following subsidiary goals:

· understanding and learning to live with the Caspian water level fluctuations;

· abatement of existing and prevention of new types of pollution and deterioration of the Caspian environment and its bio-resources;

· recovery and rehabilitation of those elements of the Caspian environment (including biological diversity) that are degraded and that still have the potential for recovery;

· long-term sustainability of environmental quality and bio-resources as assets for the present and future human populations of the region.
The legal framework within which actions are to be taken will be a regional Caspian Convention for the Marine Environment, currently being prepared. Their operational framework is the Waterbody Based Operational Programme #8 (OP #8) which is implemented by UNEP, UNDP and the World Bank under separate internal project documents, and which the Tacis project takes into account. 

1.2
Progress so far

The CEP was launched in 1995 at the initiative of the five Caspian littoral states which agreed to participate in the CEP and Convention processes. As part of the CEP process, they have nominated National Focal Points who meet periodically as a Steering Committee to review progress and set a work programme with representatives of the international funding organisations. The Committee was constituted in May 1998 and established its rules of procedure at its June 1999 meeting. It will continue to meet periodically in each country in turn. Within their countries, National Focal Points provide a secretariat for their national interests and help to ensure inter-sectoral coordination. CEP governance is further described in Annex 1.

Once adopted, the Convention will act as a framework for environmental management and be implemented through specific Protocols on particular issues. 

A Project Coordination Unit (PCU) was established in 1998 and now carries out the day to day administration of the regional components of the CEP. It acts as the Steering Committee’s secretariat. The PCU is established in Baku for its first four years, but is planned to be relocated to Iran thereafter.

The PCU helps to develop and supervise the work of the Caspian Regional Thematic Centres which are located in different countries of the region and whose task is to prepare regional and national plans aiming to sustain the Caspian and its natural resources. The centres are locally staffed and help to develop a regional mechanism for sustainable development and management. Their joint aim is to complete a Transboundary Diagnostic Analysis of water-related environmental issues, and to formulate a Regional Strategic Action Programme, in line with OP #8. Tacis and the GEF have supported PCU and thematic centre establishment and operation, although the main part of the latter’s funds have yet to be disbursed. Investment and related projects are to be identified for GEF World Bank and other financing. Table 1 below summarises the distribution of support. 

Table 1.
Caspian centres by country and funding agency


Azerbaijan
I  ran
  Kazakhstan
  Russia
  Turkmenistan

Project Coordination Unit
T > GEF
*




Data and Information Centre
**GEF





Legal, Regulatory and Economic Instruments



GEF


Pollution Monitoring

GEF




Emergency Response

GEF




Pollution Control
T





Fisheries and Bio-resources



T


Biodiversity


GEF



Water Level Fluctuation


T



Coastal Zone Planning

GEF




Combating Desertification




T

Human Development and Health




***

T:
Tacis
GEF
UNDP funding (+UNEP for the legal and regulatory centre)
*
Planned after four years
**
The existence of a data and information centre separate from the PCU is still to be decided
***
Funding to be identified.

Donor responsibilities and interest are further developed in Annex 1. 

1.2.1
Support from the Global Environment Facility

The GEF has been instrumental in promoting the CEP. All its participating institutions support or plan to support the CEP. To date, the Facility has provided guidance and some practical help in regional activities including those enabling Iranian participation which Tacis cannot fund. However, the main technical assistance and financial components to be provided by UNDP and the World Bank only likely to be implemented from January 2000. 

The respective roles of the three agencies participating in the GEF Caspian programme were agreed in September 1998 and are outlined below. 

UNEP is supporting the countries’ preparation the Marine Environment Convention. Suggestions have been put forward for institutional arrangements to ensure its implementation, although the countries have deferred consideration of them for the time being. The drafting is being managed by the Thematic Centre concerned with legislation, regulation and economic instruments in Moscow. A draft has been agreed at expert level and is being submitted to the relevant national authorities. The tentative timetable is to have a Convention and relevant Protocols adopted by December 2001.

In the words of the UNDP project document, the CEP is “being developed as a comprehensive response to the severe environmental problems facing the region. The CEP represents a partnership between the Caspian Riparian States, private sector (specifically the oil and gas industry), all three GEF implementing agencies and Tacis, amongst others”. The document sets out a process for preparing a regional diagnostic analysis to be followed up by a Strategic Action Plan bringing together work on ten regional environmental themes. The UNDP will take on responsibility for managing the process as a whole and for supporting the work programme of its thematic centres when GEF funds are released.

At present, an interim financial arrangement has been made to provide a GEF presence in the PCU and to support ongoing regional activities. A permanent PCU programme coordinator is being appointed who will take on its direction and coordinate support to the relevant thematic centres. 

The World Bank’s role in the GEF-funded process is to promote a Priority Investment Portfolio (PIP). Its timetable is linked to UNDP’s. The draft project implementation plan of July 1999 describes four components:

· Investment identification and pre-preparation;

· Institutional strengthening and training for project preparation;

· Matched small grants programme, and

· Project Management.

Its project implementation plan is “intended to provide an overall management framework for the implementation of the Priority Investment Portfolio project”.

1.2.2
Tacis Support

Tacis has been the principal provider of support to the CEP so far, starting in January 1998 with a 24-month project. This is currently being extended to help ensure hand-over to the new contractor without a disruptive gap between old and new activities.

During the initial two-year period, the Tacis led the PCU, giving it a technical as well as an administrative role. In addition to the general responsibilities outlined in introduction to this section, it has served as a central point of contact for the CEP, maintaining a data and information system to keep CEP partners and the public informed about activities and results. It has also begun work on cross-theme analyses and document preparation. 

It was clear from the start that real progress towards environmental improvement would only come about with the support and participation of the principal polluters, and an important further aspect of PCU activities has been the development of links especially with industry in the region.

Tacis support to thematic centres has focused on enabling them to play their part in the preparation of the Regional Strategic Action Programme through becoming recognised regional centres of excellence. Centres have all been located within national government organisations, generally scientific institutes with professional staff working in the relevant field. CEP activities are additional to their national work programmes and aim to provide all the governments of the region with information and advice about issues of common interest, primarily of a regional coordination or trans-boundary nature. 

Under the present Terms of Reference, the Tacis contractor will work within a PCU managed by the GEF Programme Coordinator. They will be responsible for promoting the objectives of the CEP with him or her, as well as for maintaining the impetus towards the preparation and implementation of those components of the Strategic Action Plan being prepared in their four thematic centres.
These TOR have been drawn up based on the work programme approved by CEP governing bodies. 



1.3
Issues Faced and Lessons Learnt

The Caspian’s environmental problems are acknowledged to be an international issue of common interest needing urgent attention, but progress in resolving problems is slow. Uncertainties as to the Caspian’s legal status, the pressures of immediate economic problems and the delays in establishing the CEP and its implementation mechanisms are contributory factors. The Tacis understanding of the issues, which is open to debate and comment is set out below. 
At the time the Caspian Sea was controlled by the Soviet Union and Iran, the issue of its international status was less important. Now that five independent countries are involved and that further oil and gas reserves have been proved to exist under much of it, this has become a critical matter because it governs the way in which boundaries are drawn and resources are allocated. 
Until the Marine Environment Convention is adopted, there is no mechanism to bind the countries to resolving their common environmental problems together. There are strong national pressures for development that ignores “luxuries” such as environmental protection and environmental authorities often find it difficult to impose their view. 

The economic difficulties faced by the NIS also mean that the scientific institutes which answer to those authorities are often severely weakened, which in turn means that they can lack credibility as centres of excellence. The natural reluctance for governments to accept advice or information from a third country means that the regional as opposed to the national impact of thematic centres could be limited.  

The delay in implementing the GEF technical assistance and loan or grant components of the donor programme means that the work programme of the different thematic centres is progressing at different rates and without the strong framework a fully staffed PCU should bring. The consequences for the Strategic Action Plan could be harmful differences in the level of analysis or the accuracy of information upon which recommendations are based. The main problem is that of trying to match the work timetables of centres which have been receiving support for two years already with those yet to receive support. 

In the absence of a common work timetable between the donors, the countries have found it difficult to obtain adequate information on the nature and extent of the work expected of the thematic centres or of the results to be expected from them.

In order to be able to meet the long-term goals of the CEP, the countries (and the contractor, who is working for them) need to find ways of overcoming these problems. The keys to successful action are to:

· foster the value of the CEP as an instrument for improvement in living conditions in the region;

· promote the sense of ownership of CEP regional activities and results in national governments; 

· overcome the coordination problems of the international agencies involved in CEP support; 

· reinforce project information flows and exchange; and

· help ensure the sustainability of the CEP structures and institutions beyond the life span of international funding.

The present project should help to address these and related issues.

In practical terms, the lessons learnt from the initial period of CEP work lead to the conclusion that the different agencies involved in the programme must ensure that:

· 
· the information flows across the region satisfy governments which are responsible for implementing proposals as well as the thematic centres which are charged with preparing recommendations;

· governments, industry and the public at large understand the need for action, the purpose of the CEP and consequently the value of the CEP structures being established for their longer term future. 

2.
Objectives of Tacis Support to the CEP Phase II

The NIS of the region have asked Tacis to continue contributing to meeting CEP goals. The general objectives of the present Inter-State project responding to this request are to:

· maintain the impetus gained in the previous phase of work in establishing collaboration between the countries of the region on tackling the Caspian’s environmental problems;

· support the development of a better understanding of Caspian region processes, including sea level changes and desertification; 

· contribute to the economic regeneration of the region through helping to reverse the decline in Caspian bio-resources, especially sturgeon;

· reinforce regional institutional capacity to improve pollution and resource monitoring capabilities as a prerequisite to better enforcement procedures; 

· help develop common approaches to national environmental policies, the harmonisation of legislation and standards, strategies for the conservation of natural resources and of coastal zone management, and pollution control and abatement; 

· participate in the definition and preparation for funding of investment possibilities arising out of this.

Project outputs are the reinforcement of CEP management structures, ensuring their long-term sustainability and capacity to promote action. The inputs necessary to achieve this include:

· support to the PCU in Baku acting as coordinator of thematic centre work and as secretariat for the CEP Steering Committee; and with this

· collaboration with the National Focal Points on programme implementation in line with programme governance principles (Annex 1);

· participation in creating the conditions for regional and national implementation of a Caspian Strategic Action Plan;

· assistance to the four thematic centres already being supported, including helping them find a role to ensure their long-term sustainability;
· work towards the identification of Priority Investment Projects in support of the World Bank component of the project.

The CEP is regional in nature and must involve all five countries concerned. The issue of Iranian participation in Tacis-led components of the CEP is to be addressed by allowing for Iranian presence in all Tacis-led regional activities, such as workshops or seminars (see section 6, Budget). The support of the GEF and others will be sought for the coordination of technical issues with Iran-based thematic centres.

3.
Scope of work

The project is divided into two parts:

1. developing PCU activities, and

2. reinforcing the four thematic centres. 

PCU support will be provided in Baku. Thematic centre support will be provided at the relevant locations. They are Baku (pollution control), Astrakhan (fisheries), Almaty (water level fluctuations) and Ashgabad (desertification). 

The work to be undertaken is described below as a series of numbered tasks, but it is crucial to remember that each element impinges upon and complements others and that separation is neither possible nor desirable. 

Part I
Developing the Project Coordination Unit
The PCU is the nerve centre of the CEP. It has been established with Tacis assistance and the present project will continue to provide essential support to it. The contractor will build on current activities. 

3.1
Support for the PCU 

3.1.1
Current Functions

The PCU is responsible for supporting implementation of the technical assistance and project preparation components of the CEP. It coordinates the work of the thematic centres. It is responsible for overseeing the preparation of a Transboundary Diagnostic Analysis to be followed by a Strategic Action Plan, which is critical in order to be able to identify, prepare and implement priority actions. A key aim of the PCU is to promote the conditions enabling Plan implementation. More particularly, it:

· coordinates the various projects that are part of the core CEP or have agreed to work within the compass of the CEP to help it meet its goals;

· manages projects that operate from the PCU, such as the central data base and GIS information system;

· promotes and undertakes work on cross-cutting issues of interest to more than one thematic centre.

In addition to these technical tasks, the PCU acts as secretariat to the CEP steering committee. In the longer term, it may take on the role of secretariat for the Maritime Environment Convention or work as a project unit within a secretariat, but no inter-governmental decision has yet been made on this. In its secretariat function, the PCU ensures that:

· the wishes of the steering committee are taken into account by the different CEP partners:

· provides an interface between CEP partners and other organisations and the public;

· information about the CEP and its findings is disseminated. 

The PCU includes a counterpart team headed by a regional coordinator and supported by both Tacis and GEF. 

3.1.2
Aims of Tacis Support to the PCU

The initial Tacis project supported the establishment of the PCU in Baku and developed its terms of reference and initial work programme. Responsibility for its management will rest with GEF, funded by UNDP, as soon as the relevant funds are released. 

Tacis will nevertheless play an essential role in the PCU, providing a project manager and team as well as support for the regional coordinator and staff. The profile of the project manager and the regional coordinator are set out in Annex 2. 

The aims of the Tacis team’s work will be as follows.

Ensure Programme Coordination

The team will collaborate fully in PCU the PCU work programme, including the coordination and development of CEP implementation activities. This will require ensuring the timely circulation of information on programmes and activities to the relevant thematic centres, maintaining the impetus already built up in the preparation of the Transboundary Diagnostic Analysis and Strategic Action Plan. 

Foster Institutional Sustainability and Reinforce Regional Ownership

The CEP is expected to need 20years to overcome Caspian environmental problems. This means the thematic centres will have to outlive donor funding and find a sustainable place amongst regional management structures. The team must help them identify and provide services for which all the littoral countries accept a need. 

Promote Partnership with Industry

Develop and coordinate private sector involvement in CEP activities, especially with the oil industry, which is a major polluter in the Caspian and its coastal zone. 

Support Analysis and Plan Preparation 

The CEP requires drawing up a Transboundary Diagnostic Analysis followed by a Strategic Action Plan that uses it to define project priorities. The UNDP project document describes the process as “creating the conditions that will facilitate [the Plan’s] future implementation at a regional and national level with both national and donor financing.” The regional plan will be taken up by the littoral countries, which will prepare National Action Plans for support implementation purposes. The team will coordinate draft inputs to these documents and promote their adoption by the Steering Committee. 

Help Build Thematic Centre Capacity 
Work directly with the four thematic centres to devise proposals for their long-work programmes and institutional structures. Plans should be aimed at providing a service that is regional and for which the other littoral countries will perceive a need. Plans should consider what costs are essential to maintain the functions, over and above the normal costs of the host institution, and potential means of attracting the required funding beyond the lifetime of Tacis support.

Prepare for Investment 

Many practical environmental problems will need investment to overcome. A key direction of PCU work will be to help identify and develop the conditions in which investment can occur. The first step in this process will be to help ensure that the World Bank’s Project Investment Portfolio (PIP) has a suitable pipeline of projects for consideration. 

Promote Training

Training is a key support tool to ensure effective CEP implementation. In addition to the on-the-job training offered by collaboration between Tacis and national experts in the PCU and the thematic centres, regional seminars and workshops will offer opportunities to develop a greater understanding of issues of common interest. In addition, the team will encourage the placement of national collaborators on relevant courses, exchanges and visits. 

Encourage Information Dissemination and Public Awareness
This is a GEF responsibility within the PCU, but the subject concerns all donors as part of the development of a democratic civil society in the region. The team must therefore collaborate within the PCU on the formulation and implementation of programmes to provide information and raise awareness of CEP issues, especially where Tacis is providing funding. This will build on programmes initiated during the first phase of work. 

3.1.3
Tasks

Specific tasks to be undertaken by the Tacis contractor’s team in order to meet the aims described above include, but are not necessarily limited to, the following. 

Coordination with GEF and Other Bodies

The participation in the CEP of five governments, ten thematic centres, two major and a number of other participating programmes (including Japanese technical assistance and USAID, for example) makes coordination essential and critical. The contractor will make every effort to ensure its team’s integration into the process, working alongside the GEF Project Coordinator.

Management and Cross-cutting Tasks

The contractor will provide a Project Manager and relevant EU professional staff as well as support for regional staff employed at the PCU at the level described in section 3.1.4 below. Their role will be to:

1. Participate in the preparation and adoption of the CEP’s Strategic Action Plan and help identify appropriate and affordable implementation mechanisms.

2. In collaboration with thematic centre team leaders and coordinators, develop and present the proposed work plans to the national focal points and the Steering Committee.

3. Use this mechanism to foster changes in centres’ institutional arrangements that will promote their sustainability. Examples of the type of action envisaged could be to promote a thematic centre’s place as a lead or coordinating organisation for regionally-funded marine control and enforcement tasks, providing regional training in widely-needed skills, or developing added-value services of interest to the region, for example. Some could find more permanent international funding as part of broader scientific or technical networks, on global change or other issues.

4. Liase with the relevant institutions in the preparation of a Marine Environment Convention as a key instrument for promoting regional ownership of the CEP.

5. Use the experience of other regional seas programmes to avoid earlier errors and benefit from their successes. These could include the Persian Gulf, Baltic, Black and Mediterranean Seas.

6. Promote the participation of national representatives from relevant government institutions including the thematic centres in the work of the PCU. This should take the form of at least three sets of one-week visits by two representatives from each of Russia, Kazakhstan and Turkmenistan
. Their purpose will be to 

· foster a spirit of cooperation and develop a sense of ownership of the PCU as a regional institution,  
· help create the enabling conditions for Strategic Action Plan implementation. 

The sequence of visits and likely terms of reference for the work programme of each visitor will be drawn up during first three months of the project. However, a key objective of all the visits will be to promote the acceptance of the Marine Convention process by the governments of the region. This will include 
· direct collaboration between the PCU and the drafting institute; 

· the identification of key problem areas and possible solutions for discussion by the Steering Committee;

· preparation of Steering Committee recommendations to national governments enabling the process to move forward. 
7. Support the PIP by helping World Bank-GEF to develop skills in project identification and preparation in the PCU and thematic centres. 

8. Assist the thematic centres in their search for finance to help ensure sustainability. This will include collaborating in a government/donor workshop for all the centres on the issue of their long-term future and in particular of the services or expertise they may be able to offer governments and industry on a commercial basis. 

Working with the Thematic Centres

Tacis supports the work programme of four thematic centres. The coordination and integration of their activities into the overall work programme of the CEP is the responsibility of the PCU. The PCU will ensure the coordination of Thematic Centre activities and the complementarity of their work programmes. The contractor will focus on the following issues:

1. Encourage and help establish effective environmental management procedures across the region; this should cover monitoring, permitting and enforcement procedures and be based on appropriate legal and regulatory principles.

2. An effective management system requires reliable and generally accepted information about the state of the environment and pollution trends. The contractor will support the continued development of the data base and information systems that promote this. 

3. The PCU and thematic centres have already started a programme of regional workshops and seminars to review both technical and institutional issues. These must continue and the contractor will:

4. Within the first three months of the project, outline a timetable of regional events for its PCU activities (in collaboration with GEF) and for each of the Tacis-supported thematic centres, and have discussed a timetable with National Focal Points and other interested parties.

5. Ensure that this programme is compatible with and complementary to the programmes developed for the other centres. 

6. Allow for two events per centre during the contract period. 

7. Provide the necessary support for workshop preparation, including coordinating regional and international participation, in collaboration with GEF. 

8. Support the attendance of participants from Tacis supported centres in the workshops organised by other centres. 

9. Wherever possible, the PCU will provide assistance in the search for and development of thematic centre activities which promote their sustainability. 
Support GEF-World Bank Activities

Implementation of the World Bank’s Project Investment Portfolio (PIP) will need financial brokering and deal-making expertise support, which the Bank has asked Tacis to provide. The PCU team will therefore include a specialist whose profile is described in Annex 2.

Working with Industry

In order to have a practical impact on environmental improvement, the project must involve industry in the preparation and implementation of protection strategies at local, national and trans-national levels. The contractor will:

1. Encourage the participation of industry representatives in the development of CEP strategies. This should include systematic participation in relevant regional events organised by the PCU or thematic centres. In the course of 2000, the PCU will hold a seminar for CEP actors, industry and national representatives to outline the programme and determine areas of collaboration. 
2. In particular, support actions which replace the current practice of industry (especially oil) negotiating special environmental arrangements with governments outside national legislative frameworks.

3. Through CEP governance mechanisms, help to foster national government cooperation with the private sector in order to promote environmental responsibility, addressing the development of a regulatory and enforcement system that enables industry to operate economically as well as environmentally. 

4. Promote the identification and preparation of pilot or demonstration projects which could be financed through the PIP. 

5. Promote the identification and development of thematic centre services of commercial value to industry through consultation with and participation of industry in their activities.
Promoting Training

CEP implementation will require skilled and dedicated staff. In addition, environmental management training is becoming increasingly widespread as the issues it deals with are recognised as politically significant.. The contractor will:

1. Identify appropriate courses, especially those with a resource (and water) management bias and disseminate information on them to the region. Particular attention should be paid to the Tacis training project in support of the Russian Volga Revival Programme, being undertaken in Nijni Novgorod and Astrakhan. 

2. Work with CEP institutions and industry to identify suitable candidates for placement. Candidates should be limited to persons playing or likely to play a role in CEP implementation, either through work in the participating institutions, or through involvement in related projects, including PIP projects.

3. Seek funding for placements on relevant courses
. 

4. Comparison with other experience is a valuable tool in raising awareness of issues and increasing understanding of opportunities.

5. One study tour will be arranged during the contract period for National focal points or their representatives (two people from each country
) to two countries of neighbouring and contrasting regional seas. These are likely to be either the Black Sea and Mediterranean or the Baltic and North Seas. 

Information and Public Awareness

1. The contractor will provide relevant information to the GEF team to enable it to disseminate material to governments and to the wider public about CEP progress. 

2. The contractor will ensure that the role of Tacis in regional activities is properly recognised. 

3.1.4
Inputs

The contractor will provide a team to undertake the tasks described above. This will include the project manager and necessary support specialists. Contractors will identify the skills they deem necessary and include a description of the role of each team member, including the person providing support to PIP implementation. The total EU staff time
 the contractor is expected to provide is in the region of 30 person-months.

The contractor will maintain the current level of support to regional staff. This is put at 60 person-months for the regional coordinator (profile given in Annex 2) and the staff described in Annex 3.

3.1.5
Outputs

The role of the contractor’s PCU team can be described as supporting the development of policy within the CEP, practical assistance on PCU and thematic centre tasks and the coordination of regional activities such as workshops and exchanges. Although the principal outputs are described as PCU outputs, it is clear that some will be prepared in collaboration with the thematic centres and other participants in the CEP, or that the PCU’s role will be the coordination of their preparation. They are:

1. A significant contribution to the Transboundary Diagnostic Analysis and the Strategic Action Plan based on the material developed in the Tacis-supported thematic centres.

2. Recommendations on implementation mechanisms for the Plan which will include:

· criteria and procedures for coherent regional environmental management,

· common reporting and information standards and formats, including both state of the environment and compliance information,

· a programme of action outlining regulatory and supporting institutional development helping to ensure harmonised environmental management systems across the region. 

3. A start on implementation of the recommendations and targets set for further action beyond the time scale of the present project.

4. Guidelines for each thematic centre to support their bid for long-term sustainability and regional credibility. 

5. The team will participate in organising all relevant workshops and other regional activities, and in particular:

· two events in each of the four thematic centres, one near the start of the project reviewing progress and setting the timetable for incorporating the necessary information into the Diagnostic and Plan, the second during the second year of the project setting an implementation timetable and procedures for relevant Plan actions;

· the participation of appropriate PCU or thematic centre staff in events organised by other centres and donors;

· the working visits of littoral country staff to the PCU;

· the study tour to other regional seas focal points for littoral country representatives
.

6. Guidelines for project preparation in support of PIP activities. 

7. Practical recommendations on financing to support sustainability, as an outcome of the regional workshop on future financing. 

8. Information on relevant training courses and placement opportunities, including sources of financial support. 

9. Information for dissemination, including illustration of the Tacis role in CEP preparation and implementation. 

Part II
Reinforcing the Thematic Centres

The four regional centres for which Tacis is responsible have now been in existence for two years and have well-established working programmes. The primary aim of the present project is to reinforce and develop them, helping the centres identify strategies for ensuring their long-term place in the region’s environmental management or operating structures. Although it introduces a certain amount of repetition, each centre has a free-standing Terms of Reference in order to ensure that the contractor and each participating country are clear about tasks and level of effort required. 

3.2
Environmental monitoring and pollution control

3.2.1
Current Functions

The objective of the centre is to promote agreement on common environmental standards, control and enforcement procedures that can be implemented in phases. It has concentrated during the first phase on collecting information to analyse and prioritise the Caspian Sea’s environmental issues related to pollution emanating from the rivers, coastal industries, and maritime activities, including oil production and transportation. It has presented current European Union practice in the field. 

Difficulties have been identified in assessing the reliability of the information provided on sea quality and emissions, and recommendations have been made for a joint monitoring expedition to be financed in the present project. Based on the initial assessment of environmental impact from point sources, more reliable information is also required of emission quality. 

3.2.2
Aims of Tacis Support

The contractor will provide a team leader and appropriate specialist support to continue the work programme of the centre in collaboration with the local team, including:

1. Continuing and refining the analyses undertaken in phase I. This will include participation in a five-country scientific expedition designed to provide a yard-stick against which marine pollution data can be assessed (funded by GEF). 

2. Developing recommendations and implementation procedures for inclusion in the Strategic Action Plan on the harmonisation of the regulatory framework for environmental management, including monitoring and information use for enforcement, and on reference laboratory specifications.

3. Promoting the centre’s regional monitoring services in its bid for long-term sustainability.  

3.2.3
Tasks

The contractor will provide the following support to the centre: 

1. Complete the identification of the major pollution risks of the Caspian, developing its the sea and industry database, including GIS aspects, including participation in the GEF-funded expedition aimed at producing yard-stick water quality information. Collaborate with the Pollution monitoring centre in the design of a regular (annual or biannual) series of sea monitoring expeditions, including definition of the monitoring programme, equipment needs, regional cooperation aspects, costs and financing opportunities.

2. Design and implement a means of regular information sharing between the key stakeholders, including governments, private industry, and the public.

3. In association with the centre for legislation and regulation, analyse current national commitments to prevention and control of pollution and its effects including gaps and inconsistencies in order to draw up a plan for regional collaboration in amending legislation.

4. In association with the Iran pollution monitoring centre, draft Diagnostic Analysis and Plan inputs on pollution monitoring and control issues; develop appropriate monitoring and enforcement strategies.

5. Provide proposals for a set of reference laboratories throughout the region. Define the technical specifications and financial needs of the laboratories and recommend institutional arrangements for their establishment. In association with the Iran pollution monitoring centre, promote the establishment of a regional set of reference laboratories, obtaining the country approval of the proposals and seeking national and international funding.

6. Participate with the PCU in organising two workshops one near the start of the project reviewing progress and setting the timetable for incorporating the necessary information into the Diagnostic and Plan, the second during the second year of the project setting an implementation timetable and procedures for relevant Plan actions.

7. Introduce modern environmental management practices to the region through a series of seminars (co-funding should be sought for at least some of them). Their subjects might include but not necessarily be limited to:

· procedures for development of emission standards and identification of priority pollutants;

· strengthening of the legal and institutional framework for environmental management, including permitting procedures and enforcement procedures;

· environmental management of offshore oil exploration, and harmonisation of standards applied to prospecting and production companies; and

· improved environmental management practices in refineries and the petrochemical industry.

8. Develop proposals on the services the centre might offer to the region, including reference laboratory certification skills, and information, advice and training. The proposals should be aim at supplementing revenue and help to ensure its long-term sustainability. 
9. Prepare recommendations on a course of action for increased financial autonomy and practical steps in its implementation in consultation with industry as well as regional environmental management authorities.
10. Identify a potential project pipeline to meet the needs of the SAP, attract funding for the priority projects, including discussion with the private and public sectors as to potential cooperative actions and economic instruments. The pipeline should include at least six priority actions.

3.2.4
Inputs

The contractor will provide a team to undertake the tasks described above. This will include a team leader and support specialists. Contractors will identify the skills they deem necessary and include a description of the role of team members. The total EU staff time the contractor is expected to provide is in the region of 20 person-months.

The contractor will maintain the current level of support to regional staff. This is put at 60 person-months for the staff described in Annex 3.

3.2.5 Outputs

The principal outputs of the centre will be:

1. A contribution to the Transboundary Diagnostic Analysis and the Strategic Action Plan based on the material developed by the centre and its collaborators, and recommendations on implementation mechanisms for the Plan which will include:

· criteria and procedures for coherent regional environmental monitoring,

· common reporting standards, including both state of the environment and compliance information,

· a programme of action outlining regulatory and supporting institutional development helping to ensure harmonised environmental management systems across the region, and in support of this

· guidance on standards, testing procedures and quality control systems for national reference laboratories, concentrating on those involved in water quality. 

2. A start on implementation of the recommendations and targets set for further action beyond the time scale of the present project.

3. Undertaking two workshops.

4. Seminars as appropriate to introduce relevant monitoring, implementation and enforcement ideas to the region. 

5. A project pipeline for possible PIP or other financing. 

6. A “business plan” describing the means of achieving longer-term sustainability and a regional role for the centre, through increased financial autonomy. 

3.3
Fisheries and Bio-resources

3.3.1
Current Functions
The twin objectives of the thematic centre concerned with the management of fish resources and other commercially exploited water bio-resources are to 
· seek to develop procedures for effective of fisheries protection across the region, especially for sturgeon, bearing in mind the requirements of CITES
, and 
· to support actions to reverse the decline in stocks. 

Sturgeon conservation and rehabilitation measures cannot be undertaken on their own without risk to the ecological balance of the Caspian and the centre is developing a broader information base on natural and anthropogenic processes including an assessment of resources, environmental characteristics, and human use. 

The centre has carried out analyses of the status of fish stocks, particular problems of stock enhancement, and fisheries management issues and produced the initial recommendations on a fisheries management plan.

3.3.2
Aims of Tacis Support

The current analyses must help to establish a baseline against which CEP implementation activities can be evaluated, but also more directly to help identify .measures needed to protect the rich biodiversity of the Caspian and to use them wisely. 
The contractor will provide a team leader and appropriate specialist support to continue the work programme of the centre in collaboration with the local team, including:

1. Continuing and refining the analyses undertaken in phase I. This will include a scientific expedition designed to start up a regular monitoring process providing information on stocks and their location 

2. Developing recommendations and implementation procedures for inclusion in the Strategic Action Plan on fisheries and resource management, including government control and incentive mechanisms for the private sector.

3. Promoting the centre’s regional monitoring services in its bid for long-term sustainability.  

3.3.3
Tasks

Tasks include: 
1. Continue to develop the fisheries and bio-resources database, including GIS aspects, and design and implement a means of regular information sharing between the key stakeholders, including governments, private industry, and the public.

2. In collaboration with the legal and regulatory centre, promote regional agreements on catch quotas and fisheries management systems, including control of illegal fishing.

3. Propose the establishment of a regional fisheries management system, including representatives from governments and the private sector. The organisation would be expected to devise and propose to their governments annual fish management plans (closed periods, zones, fishing methods).

4. Design a regular (annual or biannual) series of sea monitoring expeditions, including definition of the monitoring programme, equipment needs, regional cooperation aspects, costs and financing opportunities; manage the first expedition.

5. The centre will participate with the PCU in organising two workshops one near the start of the project reviewing progress and setting the timetable for incorporating the necessary information into the Diagnostic and Plan, the second during the second year of the project setting an implementation timetable and procedures for relevant Plan actions;

6. Introduce new ideas on bio-resources management to the region through a series of seminars (co-funding should be sought for at least some of them). The primary focus should include but not be limited to:

· evaluation of the food base for major fish species, its use, its consumption and competition for it;

· viability of measures to increase fish stocks through re-stocking;

· measures to manage fisheries through control of fishing periods, zones, and catch methods;

· measures to protect or supplement natural spawning grounds;

· measures to control illegal fishing.

7. Prepare project descriptions, terms of reference, and cost estimates for the following:

· formalising working relationships between fisheries institutions in the Caspian region;

· testing fisheries management proposals on a pilot basis; 

· comprehensive analysis of the food base of the various fish species, including analysis of competition for food;

· a feasibility study into the formation of a regionally coordinated enforcement body, equipped for rapid intervention, to deal with illegal fishing and trading.

7. Identify a potential project pipeline to meet the needs of the Action Plan, attract funding for the priority projects, including discussion with the private and public sectors. The pipeline should include at least six priority actions project pipeline for possible PIP or other funding. 

8. Develop proposals on the services the centre might offer to the region, including information, advice and training. The proposals should be aim at supplementing revenue and help to ensure its long-term sustainability. 

9. Prepare recommendations on a course of action for increased financial autonomy and practical steps in its implementation in consultation with industry as well as regional environmental management authorities.

3.3.4
Inputs

The contractor will provide a team to undertake the tasks described above. This will include a team leader and support specialists. Contractors will identify the skills they deem necessary and include a description of the role of team members. The total EU staff time the contractor is expected to provide is in the region of 20 person-months.

The contractor will maintain the current level of support to regional staff. This is put at 60 person-months for the staff described in Annex 3.

3.3.5
Outputs

The principal outputs of the centre will be:

1. A contribution to the Transboundary Diagnostic Analysis and the Strategic Action Plan based on the material developed by the centre and its collaborators, and recommendations on implementation mechanisms for the Plan which will include:

· criteria and procedures for coherent regional bio-resource monitoring, with particular reference to sturgeon stocks,

· a programme of action outlining regulatory and supporting institutional development helping to ensure harmonised resource management systems across the region, and in support of this

· recommendations on the protection or control of spawning grounds and of fish catches.

2. A start on implementation of the recommendations and targets set for further action beyond the time scale of the present project, including testing management proposals on a pilot basis.

3. Undertaking two workshops.

4. Seminars as appropriate to introduce relevant resource management and control ideas to the region. 

5. A project pipeline for possible PIP or other financing. 

6. A “business plan” describing the means of achieving longer-term sustainability and a regional role for the centre through increased financial autonomy. 

3.4
Water Level Fluctuations

3.4.1
Current Functions

The objective of the centre is to work towards improving prediction of cyclic long and short-term water level changes as well as more immediate events such as storm surges, and to provide advice on expected changes and managing them. The Centre has evaluated tools available in the region for modelling the processes that affect Caspian Sea levels. Some of the tools have been improved and installed in the region. Proposals for installation of remote data acquisition systems are also underway.

3.4.2
Aims of Tacis Support

The current analyses must help to establish baseline information and prediction mechanisms of value to public and private sector decision-makers in the region. 
The contractor will provide a team leader and appropriate specialist support to continue the work programme of the centre in collaboration with the local team, including:

1. Continuing and refining the analyses undertaken in phase I in order to create the basis for a viable working instrument for decision-making. 

2. Developing recommendations on forecast and management procedures on climatic events and sea level variations for inclusion in the Strategic Action Plan, including development control and incentive mechanisms for the private sector.

3. Rendering assistance for the introduction by the riparian countries of a unified system of sea level observation. 
4. Promoting the centre’s regional monitoring services in its bid for long-term sustainability.  

3.4.3 Tasks 

Tasks to be undertaken include:

1. Reinforcing information and prediction methodologies by

· evaluating the available climatic models and recommend a procedure for making available the outputs from appropriate models as inputs to the Caspian models,

· further developing and calibrating the Grid-Cell model to relate Caspian Sea inflows to general changes in weather patterns caused by global changes in climate and to changes in land use, industry, and river management; installing this and Sea-Balance models in appropriate partner institutions in all Caspian countries and provide training in their use.

2. Evaluating the additional data acquisition and institutional strengthening needs of the hydrometric services in relation to data related to the Caspian Sea and its inflows. Preparing proposals for meeting the outstanding needs and relate these needs to the wider needs of the hydrometric services.

3. Preparing project descriptions, terms of reference, and cost estimates for:

· appropriate remote data acquisition (supplementary to the ground-based systems), through the application of the World Meteorological Organisation’s HYCOS system for the Caspian Sea and its catchment;

·  improvement of prediction of storm surges based on synoptic forecasts, and dissemination of such information to national flood warning institutions;

· assessment of flood-preparedness and flood management strategies in the storm surge-prone coastal regions and preparation of improved action plans where necessary; 

· a programme of support to the hydrometric services in relation to strengthening their Caspian Sea monitoring capabilities

4. Assisting the centre in presenting the Grid-Cell and Sea-Balance models to a regional technical committee as accepted tools for predicting potential medium-term changes in Caspian Sea level.

5. Establishing a system of data exchange enabling all Caspian countries to evaluate potential sea level changes by using the modelling tools independently.

6. Developing a better understanding within government institutions and the public, of fluctuations, especially those that might be linked to climate change affecting river inflow as well as local weather patterns, to provide an assessment of likely medium-term changes in water level.

7. Identifying a potential project pipeline to meet the needs of the Action Plan, attract funding for the priority projects, including discussion with the private and public sectors. The pipeline should include at least six priority actions for possible PIP or other funding. 

8. Developing proposals on the services the centre might offer to the region, including information, advice and training. The proposals should be aim at supplementing revenue and help to ensure its long-term sustainability. 

9. Prepare recommendations on a course of action for increased financial autonomy and practical steps in its implementation in consultation with industry as well as regional environmental management authorities.

3.4.4
Inputs

The contractor will provide a team to undertake the tasks described above. This will include a team leader and support specialists. Contractors will identify the skills they deem necessary and include a description of the role of team members. The total EU staff time the contractor is expected to provide is in the region of 18 person-months.

The contractor will maintain the current level of support to regional staff. This is put at 54 person-months for the staff described in Annex 3.

3.4.5
Outputs

The principal outputs of the centre will be:

1. A contribution to the Transboundary Diagnostic Analysis and the Strategic Action Plan based on the material developed by the centre and its collaborators, and recommendations on implementation mechanisms for the Plan which will include:

· criteria and procedures for regional and national hydrometric assessments,

· a programme of action outlining flood control and response mechanisms, concentrating on surge-prone regions, and in support of this

recommendations for improved development planning procedures.

A start on implementation of the recommendations and targets set for further action beyond the time scale of the present project, including testing management proposals on a pilot basis.

Undertaking two workshops.

Seminars as appropriate to introduce relevant information management and control tools to the region. 

A project pipeline for possible PIP or other financing. 

A “business plan” describing the means of achieving longer-term sustainability and a regional role for the centre through increased financial autonomy.

3.5
Combating Desertification

3.5.1
Current Functions

The objective of this thematic centre is to identify land use, including agricultural, strategies which will reduce or reverse the damage caused to fragile local soils and vegetation as a result of inappropriate irrigation, grazing or other use patterns. 

The Centre has trained teams from each Caspian country in the methods of mapping desertification processes using remote sensing. Maps of each country have been prepared and field verification of important features has been completed.

3.5.2
Aims of Tacis Support

Much of the Caspian coastal zone has delicate systems of vegetation that are sensitive to groundwater levels and quality and human impacts. Once degraded, soils are difficult or impossible to restore and desertification occurs. Poorly managed irrigation often exacerbates the situation not only where it occurs but also in neighbouring areas through changes in groundwater levels and natural drainage, increased soil salinity or residual persistent pesticides and in increased dust and sand movement and deposition. 

The project aims to help overcome this by:

developing and refining the analyses of types and rates of desertification and of its risks;

drawing up recommendations to establish a regional desertification monitoring system and recommendations and procedures for development planning practice, including appropriate control mechanisms;

1 promoting regional acceptance of the services provided by the centre as part of its bid for long-term sustainability.  

3.5.3
Tasks

Tasks to be undertaken include:

1. Provide training to local experts from all Caspian countries in the assessment of the economic impacts of desertification, including changes to living conditions and agriculture. The training will include methods of designing and using socio-economic questionnaires.

2. Provide additional computer equipment and GIS software.

3. Assist the centre to carry out the following tasks:

· Manage socio-economic surveys of target zones in each country (the surveys to be carried out by the trained local experts).

· In association with the Moscow centre, analyse the gaps and inconsistencies of current legislation and the needs for regional collaboration in amending legislation to protect the landscape and population from the effects of desertification.

· Prepare and disseminate to national and local administrations guidelines on control of desertification and of the actions that promote the reestablishment of appropriate plant associations, especially to fix soils and reduce the movement of sand. 

4. Carry out detailed investigations of the desertification processes in “hot-spots” through analysis using remote sensing, and ground expeditions.

5. Manage surveys of groundwater quality and pollution (the surveys to be carried out by the trained local experts).

6. Prepare and disseminate public awareness materials to heighten awareness of the need to avoid desertification processes. 

7. Identify a potential project pipeline to meet the needs of the SAP, and as part of this, prepare project descriptions, terms of reference and cost estimates for the following demonstration actions:

· water quality protection,

· soil fixation, 

· preventative agricultural measures,

· preventative development measures, including appropriate planning controls, in association with the coastal zone management centre.

8. Attract funding for the priority projects, including discussion with the private and public sectors as to potential cooperative actions and economic instruments. The proposals should be aim at supplementing revenue and help to ensure its long-term sustainability. 

9. Prepare recommendations on a course of action for increased financial autonomy and practical steps in its implementation in consultation with industry as well as regional environmental management authorities.

3.5.4
Inputs

The contractor will provide a team to undertake the tasks described above. This will include a team leader and support specialists. Contractors will identify the skills they deem necessary and include a description of the role of team members. The total EU staff time the contractor is expected to provide is in the region of 12 person-months.

The contractor will maintain the current level of support to regional staff. This is put at 36 person-months for the staff described in Annex 3.

3.5.5
Outputs

The principal outputs of the centre will be:

1. A contribution to the Transboundary Diagnostic Analysis and the Strategic Action Plan based on the material developed by the centre and its collaborators, and recommendations on implementation mechanisms for the Plan which will include:

· 
· 
· the formulation of proposed legislation to protect land from desertification;
· the comprehensive assessment of anti-desertification measures required;
· recommendations for improved development planning procedures.
2. A start on implementation of the recommendations and targets set for further action beyond the time scale of the present project, including testing management proposals on a pilot basis.

3. Undertaking two workshops.

4. Seminars as appropriate to introduce relevant information management and control tools to the region. 

5. A project pipeline for possible PIP or other financing. 

6. A “business plan” describing the means of achieving longer-term sustainability and a regional role for the centre through increased financial autnomy.

4.
Coordination

Several Tacis and other internationally funded projects have a direct bearing on the proposed Caspian work, or can provide useful information for it. The most important are probably those related to the Volga and to the Aral Sea. The Volga accounts for 80% of water inflows to the Caspian. It stands to reason that it has a major impact on sea water quality. The Russian Government has been implementing a Volga Revival Programme, some components of which are supported by the international donor Community, including Tacis and the World Bank.

The two major Tacis projects which have a bearing on Volga management, and which the PCU should coordinate with, are 

· the environmental management training project based in the Technical University of Nijni Novgorod, with a component in Astrakhan; and

· the water management project aiming to identify and develop sound river basin management practices using the middle Volga/Kama rivers as pilot areas, the beneficiary is the Ministry of Natural Resources. 

The World Bank’s Environmental Management Programme has financed work on the middle/upper Volga and on the Kama which looked at implementation issues and industrial response. 

Tacis and GEF have financed complementary water management activities aiming to reduce the rate of decline of Aral Sea environmental conditions. The World Bank is implementing an Urgent Environmental Investment Programme in Azerbaijan, which also includes an institution-building component supported by the UK Know-How Fund. 

1. The contractor must make contact with relevant contractors and beneficiary institutions, where projects are still under way, and determine how best to work with them. 

2. For the training project, this may be by seeking local placements on the courses. For the water management project, this may be by active collaboration with the sea level fluctuations centre on modelling and predicting Volga flows.

3. Where projects have been completed, it could be useful to discuss results with project partners and beneficiaries, especially with a view to determining their longer-term results in order to learn lessons from them. 

Tenderers must note that the Commission will not provide them with information about these or other projects, but will do so, subject to commercial confidentiality, to the contractor once chosen.

5
Additional information

5.1
Staffing
Suggestions for staff time have been given for the PCU and each thematic centre. These are summarised below.

Centre
EU person-months
Local person-months

PCU
24
60*

Monitoring & pollution control
20
60

Bioresources and fisheries
20
60

Water level fluctuations
18
54

Desertification
18
40

Total
100
274

* Tenderers must bear in mind that this provision assumes that GEF funding has been made available for the local staff for which it is to take responsibility.

Tenderers should note that these are indicative and may vary the provision if they demonstrate the work programme set out requires it. Adjustments may also be made during the first three months of project activities (see 5.3). 
Tenderers must put forward staff which conform with the profiles set out in Annex 2 and the requirements of Annex 3. The skills, profiles and inputs of other long and short-term specialists are left for the tenderers to determine, but must match the tasks set. Tenderers will include a description of the expected role of each important EU and NIS team member (as a minimum, all staff with inputs of three months or more).

Tenderers should note that staff proposed must be capable of developing a good dialogue with NIS counterparts (this means having relevant language skills and experience). The Commission requires that at least 80% of EU time be spent in the region.

Tenderers must provide a clear chart describing proposed inputs for each team member (EU and NIS), at what stage of the project, for what length of time and where.

5.2
Equipment

The CEP Phase I project has provided equipment for the PCU and the thematic centres. However, their functions are being reinforced through this project and some supplementary needs arise. In addition, some centres undertake monitoring campaigns involving the use of ships and specialist tools, which will also be provided for under the present project. Tenderers must note that the total equipment budget is bound by the conditions placed in the budget, section 6 below.

Top up

An allocation will be made for the purchase of additional work stations, new software and licenses, improved internet access or other IT tools as necessary. The objective of new purchases will be to ensure software and hardware capacity are in line with current standards. Needs will be identified as early as possible during the project and agreed equipment will be purchased according to normal Tacis procurement procedures. € 50,000 is allocated for this.

GIS for Desertification Centre

The Ashgabad Centre will require upgraded GIS facilities. A budget must be allocated for the acquisition of relevant hard and software compatible with that already in use in the project. GIS software, a plotter and a digiboard are required. € 30,000 is allocated for this. 

Cruises and their Equipment

Coherent and up top date seawater condition and bio-resource information is necessary for the CEP. The project will participate in former and organise the latter. Appropriate sampling equipment will be needed including 

· a portable waste water analyser to be allocated to the environmental pollution and monitoring centre (budget € 20,000);

· an echosounder and logger to be allocated to the bio-resources centre (budget € 185,000).

In addition, the bio-resource cruise needs an allocation of € 25,000 for fuel and ancillary costs. 

Tenderers are not required to identify ships at this stage but the contractor will do so in the first three-months of the project. 

Reserve

A reserve allocation of € 40,000 is made for supporting equipment needs identified in the course of the first year of project implementation. 

5.3
Project Outputs

Two series of documents will be necessary. 

Contract reports

Contract quarterly reports aim to describe project implementation for contractual purposes. They should be concise summaries of progress, problems, and proposed solutions; they will concentrate on describing progress made towards reaching project objectives, describing milestones set, reached and to be reached. They are also required for payment purposes.

Because this is the continuation of previous work, no formal inception period is required. However, the first quarter’s document must describe project establishment and the solutions reached to the various questions raised in section 3 and refine the inputs summarised in section 5.1. 

The final report must cover the background to the project, its objectives, the work carried out, constraints and problems encountered, and recommendations.
Technical Documents

These include management plans, investment project documents and other outputs geared to use by project recipients and the region. Their primary focus will be identifying and establishing implementation procedures for centres to meet their twin objectives of supporting regional environmental management initiatives and of becoming sustainable. 

6
Timing and Budget

Tacis will provide a maximum of € 3 million for this project, which must end by 31st December 2001.

The following conditions apply to budget use.

Tacis cannot fund Iranian participation in the regional activities it arranges. Iranian participation must nevertheless always be planned for and finance sought from the GEF project or other sources. 

The equipment budget must not exceed € 350,000. 
The balance will be used for technical assistance provision including both EU and national experts as specified in section 5.
Annex 1.
International Support Responsibilities

1.
Programme Governance

The CEP is an initiative agreed jointly by the five countries of the Caspian region. The ultimate responsibility for its implementation is theirs. Institutional management mechanisms have been agreed to ensure regional and national scrutiny of the international activities summarised in the following table. These consist of:

· The Steering Committee, composed of country and international partner representatives, is the principal policy-making body of the CEP;

· The Programme Coordination Unit, which acts as the Committee’s secretariat, amongst other functions;

· National Focal Points, who are the primary point of contact in each country and are a minister or their nominated representative; NFPs provide the secretariat for:

· National Coordination Mechanisms fostering inter-sectoral consideration of environmental issues in national governments and administrations;

· Thematic Centres with specific areas of responsibility in each country. 
The contractor will be subject to the commonly accepted procedures outlined above. 
2.
Notes to the Table

The table which follows illustrates key aspects of Caspian Environmental Programme implementation financing. It is simplified and it does not constitute a formal allocation of responsibilities. 

Dark boxes are those where a funding agency has primary responsibility for support to the region. Light boxes give an indication of where other agencies have a strong interest in an area of work. Lines where no primary responsibility is shown are tasks of common interest (project preparation for investment, for example), or where primary responsibility (and its accompanying funding) still needs to be determined (reference laboratories or the Human Development and Health Centre, for example). Areas where work is needed to identify potential donors are noted with a question mark. 

The two columns dedicated to the World Bank illustrates the distinction which needs to be made between World Bank participation in GEF funding and World Bank Funding which could be available as part of its normal operations. In this context, the dark boxes illustrating WB interest in cleanup and oil-spill preparedness relates to a current Azerbaijan loan and other activities. 

In the final column, Other Donors, boxes without numbers denote industry interest (actual or to be developed).

In section 2, CEP management, the alternation or duplication of dark boxes illustrates a transfer of responsibilities from Tacis to UNDP as the latter’s programme gets under way. 

Numbered boxes are those where special interests have been identified or need to be developed. These are as follows:

1. Use the experience of Turkey on MEDA implementation, of Iran on Kuwait Convention implementation and of Baltic countries (especially the three Baltic States) on implementation of their regional seas convention. 

2. USAID project proposal.

3. Use Tacis INOGATE information and experience.

4. Non-Governmental Organisation interests. 

5. Oil eco-toxicity studies by industry and initiatives by the Japanese Government.

6. IAEA interest in flooding of radioactive waste disposal sites.










Task and Centre by International Agency

Tacis
GEF/UNDP
GEF/WB
GEF/UNEP 
World Bank
Other Donors


1.   Common Elements

International Cooperation 










develop Framework Convention









promote harmonisation of legislation









information exchange with Int. Seas





1



prepare SAP and its implementation









promote sustainability of CEP








Investment Preparation










concepts for potential projects









introduction of project preparation methods









prioritisation









project preparation









risk analysis





2



Investments









cleanup 









oil-spill preparedness









oil transport
3








other industry









fisheries









other sectors, incl agriculture

matched small grants programme
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Monitoring










Water level and river flows









Fisheries









Sea quality









Reference laboratories




?
?


2.   CEP Management

Project Coordination Unit










set-up PCU









manage pcu









capacity building of regional coordinator









foster coordination between states









manage projects









prepare TDA









prepare SAP









public awareness





4



NGO development and support





4


Data & Information










concepts for data systems 









support thematic databases & GIS









concepts for information exchange









develop user-friendly outputs








Task and Centre by International Agency
(continued)

Tacis
GEF/UNDP
GEF/WB
GEF/UNEP 
World Bank
Other Donors


3.   Thematic Centres

Legal, Regulatory & Economic Instruments










set-up Centre









technical investigations









advice and support for harmonisation








Pollution Monitoring










set-up Centre









technical investigations
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compatible monitoring methodologies








Emergency Response










set-up Centre









technical investigations









effective strategies and procedures








Pollution Control










set-up Centre









technical investigations









harmonised effective enforcement systems








Fisheries and Bio-resources










set-up Centre









technical investigations









reversal of fish stock decline








Biodiversity










set-up Centre









technical investigations
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reversal of biodiversity decline








Water Level Fluctuations










set-up Centre









technical investigations
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information centre on fluctuation








Coastal Zone Planning










set-up Centre









technical investigations









improved development control procedures








Combating Desertification










set-up Centre









technical investigations
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good practice guidance








Human Development & Health










set-up Centre





?



technical investigations









good practice guidance








Annex 2
Profiles of Key Staff

1. Project Manager

The Project Manager is called on to work on a long-term basis within the PCU and to be responsible for coordination of all Tacis-funded activities, inter alia with those of other partner organisations involved in CEP implementation. He/she will liase closely and at all times with the GEF-appointed Programme Coordinator and the regional coordination officer; together, the three form the current CEP implementation management team. 

The principal tasks of the project manager will be to:

· manage the Tacis-supported components of the CEP programme outlined in these Terms of reference;

· participate in the preparation of the work programme for the PCU and thematic centres;

· foster regional cooperation by promoting a high level of exchange of information and, where relevant, of staff between CEP implementing organisations;

· promote the sustainability of the Tacis funded centres and help ensure their long-term viability;

· participate in the technical work of the PCU and particularly in the preparation of cross-theme analyses and recommendations arising;

· encourage the identification and implementation of actions implementing the recommendations. 

The project manager should have twenty years of professional experience in a relevant environmental management field and proven experience of international project management and coordination. Specific expertise in coastal zone management, marine sciences or natural resource management would be an advantage as would knowledge of:

· Tacis objectives and action;

· GEF and other relevant World Bank objectives and action;

· the Russian language;

· countries of the region. 

2.
Regional Coordination Officer

A Regional Coordination Officer was appointed in the course of the first Tacis project as agreed by the CEP Steering Committee. He will continue to be funded under the current project.

The RCO will work within the PCU to participate in managing the CEP. His main aim will be the coordination of the participation of the five littoral countries in CEP-related activities. The work will focus on fostering the sustainability of the PCU and thematic centres.

Specific tasks will include:

· close and constant collaboration with GEF and Tacis project managers;

· jointly preparing PCU and thematic centre work programmes; 

· ensuring a high level of information exchange on work programmes and on technical issues in order to ensure that countries can participate fully in meeting programme objectives;

· assisting with the preparation of workshops, seminars and training sessions;

· supporting the preparation of CEP progress reports;

· participating in discussions on the further development and sustainability of the CEP;

· assisting in the preparation of submissions to the Steering Committee.

3.
Thematic Centre Team Leaders

A long-term team leader is required for work in each of the four thematic centres described in the Terms of Reference. Technical expertise in relevant fields with at least ten years experience at senior professional level is essential. So far as possible, staff should also be able to demonstrate: 

· good programme development and implementation skills;

· a commitment to the development of long-term sustainability of the institutions they work in;

· a knowledge of the region, and

· an understanding of Russian. 

4.
Specialist Support to the PIP

Tacis has agreed to support the GEF in reserving an allocation of six person-months of specialist time to provide PCU support from sectoral experts with financial engineering skills. 

The profiles sought are of persons able to work with the long-term PIP Project Investment Specialist and to complement their skill. The PIP investment specialist will have skills in environmental investment project preparation, preferably in the region. The sectoral experts should have at least five years professional experience in their respective fields and be conversant with investment opportunities and mechanisms in those fields, including private sector. 

Although the sectors will only be determined during project implementation, likely areas of expertise are 

· sturgeon stock recovery including hatching and rearing, re-stocking, anti-poaching measures, food base conservation or strengthening measures:

· industrial health and safety (especially chemicals and oil);

· oil transport control;

· urban infrastructure improvement;

· coastal zone management measures, especially solid waste management and sewage treatment.

Specialists identified should preferably have a knowledge of NIS conditions and be conversant with Russian. 

Annex 3.
Support Staff

The project will continue to fund locally-employed staff contracted during the first phase of Tacis work. These are listed below.

The thematic centre local coordinators are the counterparts in each centre of the PCU’s regional coordinating officer and of the EU team leader described in Annex 2.

PCU
· The regional coordinating officer whose profile is described in Annex 2.

· workshop coordinator and – in conjunction with GEF – data base and GIS specialists working in the data and information systems component of the PCU.

· support staff: office manager, secretary, interpreter and driver.
Pollution Control Centre
· Thematic centre local coordinator

· office manager, secretary, interpreter, driver.
Fisheries Management

· Thematic centre local coordinator

· office manager, secretary, interpreter, driver.
Water Level Fluctuations
· Thematic centre local coordinator

· office manager, secretary, 
· interpreter, driver (part time).
Combating Desertification
· Thematic centre local coordinator

· office manager, secretary, 
· interpreter, driver (part time).
� Azerbaijan has not been included on the grounds that since the PCU is located in Baku, exchanges already exist and do not need specific financing. 


� The present project will not fund placements. 


� GEF funding will need to be sought for Iranian participation.


� NOTE: “EU staff time” here and in subsequent sections includes any individual qualified to participate in the contractor’s team as set out in the General Terms and Conditions. 


� GEF will be encouraged to provide for Iranian participation in this activity. 


� The Washington Convention on International Trade in Endangered Species. 
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