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Chapter 1. Project Synopsis

[image: image2.wmf]Overall Objective(s):

Contribute to the economic regeneration of the region through helping to reverse the decline in Caspian bio-resources, especially sturgeon. 

1.1. Project Purpose (or specific objectives):

· Seek to develop procedures for effective fisheries protection across the region, especially for sturgeon, bearing in mind the requirements of CITES;

· To support actions to reverse the decline in stocks (especially sturgeon).

The aim of Tacis support as spelled out in the ToR has been defined as:

1. Continuing and refining the analyses undertaken in Phase 1. 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 resources management, including government control and incentive mechanisms for private sector.

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

1.2. Planned Outputs (according to ToR):

The ToR define the principal outputs of the centre as follows:

1. Contribution to the TDA and SAP and recommendations on implementation mechanisms that will include.

· Criteria and procedures for coherent bio-resources 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 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 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

1.3. Project Activities:

1. Continue to develop the fisheries and bio-resources database, including GIS aspects

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 of government and the private sector.

4. Design a regular series of sea monitoring expeditions.

5. Participate with the PCU in organizing two workshops

6. Introduce new ideas on bio-resources management 

7. Prepare project descriptions, terms of reference and cost estimates for several issues related to fishery resources management

8. Identify potential project pipeline to meet the needs of the Action Plan

9. Develop proposals on the services the centre might offer to the region, including information, advice and training.

10. Prepare recommendations on a course of action for increased financial autonomy 

Chapter 2. Summary of Project Progress Since the Start

The assessment of the state of fishery resources and factors influencing them was completed by December 1999, during Phase 1, together with a draft TDA. The analysis was done on the basis of information available at the base institute – KaspNIRH, as well as on the basis of reports prepared by the coastal states under contract. Minor refinements, identified in the course of Phase 2, were introduced both into the analysis of the specific resources and into the TDA. The project concentrated on two main tasks for Phase 2:

· Development of a fishery resources management scheme aimed at conservation and rational utilization of the resources, with particular emphasis on sturgeons, and

· Preparation of a comprehensive marine expedition to determine the abundance and distribution of main fish stocks, i.e. sturgeons, kilka, herring, mullet and other resources of interest to more than one country. 

2.1. Fisheries Management 

The management of fishery resources, especially sturgeons, has received an added emphasis through actions of CITES related to international trade in caviar. Likewise, the conduct of a marine expedition to assess the abundance and distribution of sturgeons, as the basis for a rational management plan, has become of paramount importance; although not all states that are parties to CEP appreciate the importance and value of the assistance offered by the Tacis funded project. 

The efforts of the EU/Tacis Team to present and seek adoption of a management system for the fishery resources, modelled on systems in operation in other parts of the World, and notably in the Baltic Sea, were not successful due to adverse reactions of the Russian Federation. A workshop held in Baku on May 6-9 was attended by specialists from Azerbaijan, Iran and Kazakhstan as well as by a representative of the Food and Agriculture Organization especially invited to attend in view of the Organization’s mandate and internationally recognized expertise in this field. On the last working day prior to the commencement of the workshop the Russian Federation informed the CCMB that it would not attend, due to a national holiday on May 9. Turkmenistan also did not participate for reasons not announced, but it is understood that the reasons were not related to fisheries matters. 

The workshop was successful. A draft agreement on the establishment of a Commission on the conservation and utilization of fishery resources was reviewed in every detail and endorsed by the workshop. The workshop also agreed that a high-level meeting with the participation of heads of fisheries and representatives of ministries of foreign affairs should take place on July 3 and 4. The suggested venue was Baku, but it was subject to obtaining the formal agreement of the Government of Azerbaijan, which was actually granted in late June. Invitations and documents were sent to all parties on May 17, 2001. The Russian Federation, by a fax of 29 June, practically one working day before the scheduled meeting, informed that it did not consider it appropriate to participate in the meeting and that the Russian State Committee for Fisheries would itself prepare a schedule for negotiations until the end of 2001. This was despite an assurance of the Russian delegation to a UNEP – Geneva meeting in mid-June, that Russia would participate in the July meeting in Baku. It was also contrary to a statement agreed unanimously by all parties at the Geneva meeting that the Caspian states want to conclude an agreement developed with the assistance of EU/Tacis. Under such circumstances the meeting had to be cancelled, as there was no justification to hold a meeting without one of the key parties. 

The CCMB prepared a set of draft documents that are pertinent to the establishment of a fishery resources management system. Those documents are listed elsewhere and available to all countries of CEP.

2.2. Liaison with Other Agencies

The Team Leader of the CCBM, assisted the Manager of the EU Tacis project, on two occasions visited Geneva to attend meetings organized either by CITES or in conjunction with CITES. The initiatives of the CCMB have been received by the UN agencies with appreciation and were given expressed support in the international forum. 

Likewise, the Team Leader and the Tacis Project Manager visited the Food and Agriculture Organization of the UN in Rome with a view to enlisting the Organization’s support and full involvement in the establishment of a regional fishery resources management body for the Caspian. FAO reacted positively to the proposal. However, due to its constitutional requirements it needed a request from the Caspian countries. The EC/Tacis Team assisted the current chair of the informal committee on bioresources of the Caspian (of which Iran is an observer) – Azerbaijan – in drafting letters to all states, soliciting agreement that the committee invites FAO to get fully involved in the negotiations towards establishing a fisheries commission. Until the moment of writing this report no such concurrence of the states materialized and it is informally known that the Russian Federation keeps trying to promote a different draft agreement dating back to 1992-1995. The main difference between the Tacis draft agreement and the Russian draft is that the former provides for the formation of the institutions (a Commission and its organs) for cooperative management of fisheries, including aspects such as restocking, research and inspection, whereas the latter is narrower in the institutional scope, yet attempts to define fishing regulations, which is difficult and, in any case, should remain flexible.

2.3. Mnemiopsis leidyi

In the second half of 2000 a new ecological problem has been identified, i.e. the presence and rapid development of Mnemiopsis leidyi, a ctenophore (comb jelly) that was introduced into the Caspian most likely in the ballast waters of vessels coming from the Black Sea, where it was known to exist already for several years. This animal feeds on plankton and young fish that would otherwise constitute the food of kilka or herring. Kilka catches have declined considerably in 2000 and 2001 and the decline is attributed to comb jelly, although that link is not proven yet. This activity was not foreseen in the ToR, however the CCMB considering the importance of the problem to the industry and state of fish stocks, devoted time and resources to help understand the adverse phenomena and find ways of abating them. Support has been provided by technically preparing for an international meeting to discuss the issue. At the time of writing this report, the Russian Federation and Iran are conducting experiments with another organism not existing in the Caspian (Beroe ovata) claimed to be a predator on Mnemiopsis leidyi, and feeding on nothing else but Mnemiopsis leidyi. The purpose of the experiments is to prepare for introduction of this new organism to the Caspian to control Mnemiopsis leidyi. The deliberate introduction of a new species to the Caspian would be a serious undertaking. The debate has so far been dominated by individual interests that seem to favour an introduction, and there are concerns that this might be done without taking proper precautions, including ensuring that the occurrence and behaviour of Mnemiopsis is fully understood. The Tacis team has made considerable efforts to ensure that the precautionary principle is followed and that any consideration of an introduction should follow the guidelines recommended by FAO. 

2.4. Database

The CCMB was less fortunate in establishing a database at KaspNIRH – its base institute. Visits of the database specialist were received with interest by persons who found it beneficial for their work. However, the previous management of the institute did not consider it necessary to establish a computerized database. The archaic system of basic data being held, usually on paper, by their “owners” i.e. persons who obtained them in the course of their research at the institute and funded by the institute, is proving disastrous. A person fired, or leaving his/her job at the institute, takes the “private” data away, and there is no record of research results left at the institute. The CCMB experienced a few such examples when the institute’s personnel came asking for data provided by persons who had left the institute. The problem of establishing a database and exchanging data and information, however, is much wider. It seems to be rooted in the laws of the country, often dating back to the USSR time, when exchange of data and information was strictly regulated and controlled. It is considered essential that the question of exchange of data and information be discussed at the highest possible level within the CEP structure and a solution found to removing the existing real or artificial obstacles.  An input late in the project by a legal expert will tackle this issue.

Chapter 3. Project Progress During Final Project Period

The final period since the last progress report is 01 July to 6 December 2001.

3.1. Marine Expedition

The marine expedition is by far the most important activity of the CCMB. It started on August 1 with a training exercise, and on August 8 at sea. The expedition lasted 45 days in total. Simultaneously an Azeri vessel covered the shallow waters of Azerbaijan and an Iranian vessel surveyed the shallow waters of Iran. Both the latter exercises were observed by participants from the other country. 

The primary objective of the marine expedition was the assessment of abundance and distribution of sturgeons, kilka, herrings and mullet in the Caspian Sea. These are resources of interest to several countries. Fishery resources of interest to one country only may be included, but will not be given priority.

Organization of the expedition, including obtaining the necessary permits from Azerbaijan, Iran and Kazakhstan constituted a major effort of both the CCMB and the EU/Tacis Project Manager’s office in Baku. Six months were needed to obtain the permits, and it took a great deal of diplomacy and personal contacts to obtain them. Unfortunately, Turkmenistan did not respond to the request for permit to survey their near-shore waters, despite efforts of the EU/Tacis team from Baku and Astrakhan as well as efforts of the Tacis CU in Ashgabat. It was for this reason that only the area not closer than 15 nautical miles (nm) to the shore of Turkmenistan was surveyed, although the remaining part is claimed to be an important feeding ground for sturgeons. The presence of islands off southern Turkmenistan considerably increases this un-surveyed area. 

Three vessels provided by the Russian Federation were engaged in the survey: the Issledovatiel Kaspia working in the central and southern part of the sea, the Gikdrokhimik working in the deeper parts of the generally shallow Northern part of the sea, and Meduza covering the very shallow waters of the North. The Issledovatiel Kaspia was equipped with the most modern scientific echosounder and echointegrator generously provided by the Government of Norway, as a gift to the proposed fisheries commission that should become responsible for the proper management of fishery resources of the Caspian. The Gidrokhimik also used a Simrad scientific echosounder for shallower waters, property of the KaspNIRH institute. The Meduza worked with traditional trawls only. Specialists from Azerbaijan, Iran, Kazakhstan and Russia, supported by an international specialist, worked hand-in-hand on board the Issledovatiel Kaspia, setting an excellent example of regional co-operation. This arrangement has been agreed to in order to alleviate any suspicion of data being manipulated by one party only. A translator was permanently on board to improve contact between Iranian and CIS specialists, as well as to allow the EU expert to communicate adequately. The presence of specialists from all countries during the expedition is meant to foster the spirit of collaboration, develop skills, and build confidence in the work of the other parties. The Gikrodhimik and Meduza, which operated in the Northern part of the Sea, also had Kazakhstan specialists on board, as the survey covered near-shore waters of both Russia and Kazakhkstan.

Data collected by the vessel was analysed at KaspNIRH with the participation of specialists from Iran and the international specialist who participated in the expedition. A two-day workshop was organized to review the findings of the expedition. Representatives of Azerbaijan, Iran, Kazakhstan, and staff of KaspNIRH participated actively in the workshop. The attendance was approximately 60 persons. The workshop, a great success in itself, revealed weak points in the expedition and the working practices of KaspNIRH. Decades of isolation have resulted in the research methods being out-of-date, and have resulted even in a lack of cooperation between laboratories of the institute. Those aspects have been brought to the attention of the new Director of the institute, who fully understands them and is committed to introducing improvements. 

It has become abundantly clear that KaspNIRH, the base institute of the CCMB, does not have the capability to complete such a major job with their own human resources. Such considerable inputs to mount the expedition had not originally been foreseen, but are considered to have been most important in the light of experience gained. 

3.2. Assessment of Food Base

The assessment of food base for commercially important fishes has started. The information available at the institute will need further reviewing and a programme for collection of data and their utilization will have to be developed. This activity will follow on the results of the marine survey, and scope of work will depend on the final outcome of the expedition. 

3.3. Cooperation with the Centre for Legal Issues

Cooperation with CC/LREI will focus on legal framework for management of fishery resources as well as on the determination of data exchange principles. 

Chapter 4. Overall Report on the Total Project

4.1. Develop a Fisheries Database

First steps towards establishing a modern, computerised database were taken during Phase 1. At KaspNIRH, the host institute, every laboratory collects its own research data and is very reluctant to share the data and information derived by them with other laboratories. Moreover, there has been a lack of understanding as to what a modern database is, compounded by insufficient proficiency in using computers. The structure of the laboratory databases has been determined and data for 1999 input. Two visits of the database specialist to the Institute have not yielded desired results. A model database for one laboratory was developed and demonstrated by the specialist. It had to be done on a computer located in the office of the CRTC. Once the demonstration was completed, the then director of the Institute insisted that it be deleted from the computer. Whether the laboratory has continued using the database is not known, as this kind of information is not available to the CCMB. The base institute has a significant number of computers in all laboratories, planning and accounting departments as well as in a data centre. However, those computers are not linked into a network, there is no central database of the institute for its own use, and the vast majority of personnel has no access to internet/e-mail, which is controlled by only one laboratory. The problems associated with the establishment of the database may be categorised as follows:

· Conservatism and inadequate knowledge of the management of the institute, resulting from past isolation

· Concern of the management that somebody may “steal” data once they are available on a central computer in a properly designed database

· Lack of clear national policy and legislation governing exchange of data

· Donors’ failure to clarify the problem of establishing databases and exchange of data/information within the project prior to providing funding for projects. 

4.2. Promote Regional Agreements

A regional fishery resources management system has been proposed before the end of Phase 1 and endorsed at a workshop by scientists and a few industry representatives. The functions of a fishery resources management organisation have been defined. Activities under this Phase 2 took the process further and sought full endorsement of all fisheries administrations of the Caspian region.

Specifically they included:

· A plan to establish a resources management system, with an outline of the responsibilities of an international body as well as national governments.

· A proposal to establish privately operated and state controlled monopolies as a means of fighting large scale illegal fishing

· Informal consultations with private business in Azerbaijan and Russia regarding the suitability of proposed measures. 

The results of those actions are incorporated in the proposed draft agreement to establish a fisheries commission and other draft documents related to it. The Leader of the CCMB and the EU/Tacis Project Manager actively participated in several meetings promoting the concept of regional cooperation. In direct contacts with representatives of all countries, without exception there was a consensus that such regional cooperation should be brought to fruition. In meetings, however, finger-pointing often prevailed, with no country prepared to admit weaknesses in its actions. 

4.3. Propose Fisheries Management System

Collaboration with the legal and regulatory centre (CCLREI) has been established during Phase 1 and continued during Phase 2. However, due to the very short timeframe available to the project and very specific nature of the proposed actions most work was done directly by the EU/Tacis Team. 

The following steps were taken:

· The old draft of an agreement to establish a fisheries committee (developed between 1992 and 1995 by the informal committee on bioresources – Iran being an observer) analysed and carefully reviewed

· A new draft agreement to establish a fisheries commission – a fishery resources management body for the Caspian – was drafted and sent to all countries for comments. The proposal is based on commissions operating in various parts of the World, and notably on the Baltic Commission.

· A workshop was held in Baku from May 6 to May 9 2001 to review the proposed draft. Countries that participated were: Azerbaijan, Iran  and Kazakhstan. The EU/Tacis Team was supported by the FAO legal expert specialized in international fisheries commissions. Amendments proposed by the countries were incorporated in a revised draft. The workshop recommended holding a meeting of heads of fisheries with the participation of representatives of ministries of foreign affairs on July 3 and 4 (Tuesday and Wednesday), preferably in Baku (subsequently the agreement of the Government of Azerbaijan was obtained). It also recommended that drafts of supportive documents be prepared for the July meeting.

· Invitations to the 3-4 July meeting were issued on May 17. At a meeting organized in Moscow by CCLREI on May 18, the substantive parts of the draft agreement and other arrangements were presented to those in attendance, representing all countries of the region and several agencies of the Russian Federation. 

· A draft Headquarters Agreement was prepared for the July meeting. A document outlining a possible structure of the proposed commission was also prepared. All the documents referred to have been submitted to the countries for consideration and adoption at the scheduled meeting. They are still available, if needed. 

· On the afternoon of June 29 (Friday) the Russian Federation’s State Committee for Fisheries informed the CCMB that it does not consider it appropriate to participate in the 3-4 July meeting and that it would prepare its own schedule of negotiations until the end of 2001. Under such circumstances the meeting was cancelled at the last moment. 

Since the above attempts to bring all countries to the table to discuss the issue effectively collapsed, the CITES Secretariat has made enquiries as to how far the countries have gone in attaining the required cooperative management of sturgeon fisheries. It has become obvious that there is still an effective stand-off between several of the countries. The need for international intervention to act as a go-between or catalyst to the negotiations is obvious (the same applies to stock-taking and other collaborative research). At the time of writing this report two informal messages were passed to the Team Leader, CCMB, indicating that international assistance (EU/Tacis being the most prominent) is likely to be required in continuing negotiations aimed at the establishment of a fishery resources management system in the Caspian. No details were provided. However, the indication was that the draft prepared by the EU/Tacis team is now being slowly appreciated and may be of help in concluding the agreement by all countries. On the other hand, it was reported at the Steering Committee meeting (Oct.31-Nov.1), that Russia is committed to the establishment of a Caspian Centre to handle all matters pertinent to the water body, although its scope of work has not been disclosed yet.  Throughout the process, it has become obvious that the differing opinions and interests of the various interested bodies in the Russian Federation (local administrations and ministries) are yet to be reconciled on this matter. Until a national position has been established, it will be difficult to reach an inter-state agreement. Recognising this, during the early part of the contract, considerable attempts were made to meet with high levels in the Russian Committee for Fisheries, but without success. Lack of contact at the correct political level has been one failing of the whole Programme, that could be assisted in future by political support from the European Commission. Furthermore, the CEP was the responsibility of the environmental ministries (Goskomekologia initially, and Ministry of Natural resources lately, after the restructuring of the government agencies) while fisheries belong to a different, independent agency in the Russian Federation, as well as in some other countries. Competition between national ministries was detrimental to constructive cooperation on matters that were not the prime focus of the National Focal Points. 

CCLREI was instrumental and very cooperative in providing links to the Foreign Office of the Russian Federation, notably its Caspian Task Force, working, among others, on the very same range of subjects at the diplomatic front. 

The CCMB was involved in several regional activities of the CCLREI, among others to present approaches to management of fishery resources. There is a mutual understanding of the respective roles of the two centres. The report containing the proposed Fishery Resources Management System worked out by CCMB has been submitted to the CCLREI. 

4.4. Establish Sea Monitoring Expeditions

The work done during Phase 1 revealed the urgent need for (a) a sea-going expedition and (b) regular sea expeditions to monitor the changes taking place in the environment and the state of stocks. 

The primary objective of the marine expedition was the assessment of abundance and distribution of sturgeons, kilka, herrings and mullet in the Caspian Sea. These are resources of interest to several countries. Fishery resources of interest to one country only may be included, but will not be given priority.

The specific activities were:

· Preparation of a detailed plan for the expedition, preparation of vessels

· Negotiations with Azerbaijan, Iran, Kazakhstan and Turkmenistan regarding the conduct of surveys in their near-shore waters 

· Acquisition of the scientific echosounder with echo integrator (generous gift of the Government of Norway as a gift to the proposed fisheries commission, that should become responsible for the proper management of fishery resources of the Caspian)

· Management of the expedition, notably the work by the Issledovatiel Kaspia, including coordination with countries, staffing and operational matters. 

· Analysis of results of the expedition. 

Three vessels provided by the Russian Federation were engaged in the survey: the Issledovatiel Kaspia working in the central and southern part of the sea, the Gikdrokhimik working in the deeper parts (depth of 6m down to 30 m) of the generally shallow Northern part of the sea, and Meduza covering the shallow waters (2-6m of depth) of the North. The Issledovatiel Kaspia was equipped with the most modern scientific echosounder and echointegrator. The Gidrokhimik also used a Simrad scientific echosounder for shallower waters, property of the KaspNIRH Institute. The Meduza worked with traditional trawls only. Specialists from Azerbaijan, Iran, Kazakhstan and Russia, supported by an international specialist, worked hand-in-hand on board the Issledovatiel Kaspia, setting an excellent example of regional co-operation. This arrangement has been agreed to in order to alleviate any suspicion of data being manipulated by one party only. The presence of specialists from all countries during the expedition is meant to foster the spirit of collaboration, develop skills, and build confidence in the work of the other parties. Analysis of data collected by the vessel was done at KaspNIRH with the participation of specialists form Iran, and the international specialist who participated in the expedition. Services of an experienced stock assessment specialist will be sought to take the lead in evaluating the results of the marine expedition. This is considered also as a training exercise for the staff of the base institute. A two-day workshop was organized to review the findings of the expedition. Representatives of Azerbaijan, Iran, Kazakhstan, and staff of KaspNIRH participated actively in the workshop, which was attended by approximately 60 people. The workshop, a great success in itself, revealed weak points in the expedition and the working practices of KaspNIRH. Decades of isolation have resulted in the research methods being out-of-date, and lack of cooperation between laboratories of the institute. Those aspects have been brought to the attention of the new management of the institute who fully understand them and are committed to introducing improvements. 

It has become abundantly clear that the base institute of the CCMB does not have the capability to complete such a major job with their own human resources. Such inputs were not foreseen originally, but are considered important in the light of experience gained.

4.5. Hold Workshops

Two important workshops were held. The first dealt with the problems of a management system of fishery resources in the Caspian and was held in connection with preparations for the establishment of the proposed fishery commission. Details are provided under item 4.3 (Baku May 6-9). 

A second workshop was held (Astrakhan November 5-6, 2001) after the completion of the All-Caspian Fisheries Expedition, and its purpose was both to review critically the outcome of the expedition as well as to identify needs for updating the TDA prepared almost two years earlier. 

4.6. Run Seminars on Bioresources Management

Seminars on bio-resources management were run on numerous occasions to make clear to all concerned what the nature of the problem is and what steps need to be taken to resolve the problem. Such seminars were run in Russia, Azerbaijan and Iran. Participants from all countries of the region were present. 

The state of food base for fishes is currently being assessed. EU/Tacis provided professional input into the research; however, the completion of the research will take more time than is available to the EU/Tacis project. One of the problems that needs to be resolved is the actual assessment of the abundance of various fish stocks in the Caspian. The expedition and analysis of data revealed that methods used in the determination of abundance of various fish stocks need to be reviewed, and possibly updated. Moreover, the new phenomenon of a Mnemiopsis leidyi outburst in the Caspian has upset the balance of food base and more substantive work needs to be done to understand the full impact of the invader.

The question of spawning grounds and their amelioration seems to have become an academic question. There is an opinion that the existing, albeit limited, spawning grounds are not utilized due to the shortage of spawners. Research underway by the Institute will help clarify the issue.

A study tour of senior representatives of fisheries research institutes and fisheries administrations has been organized for the United Kingdom for the last week of November 2001. The objective is to expose senior personnel from the region to the fisheries resources management system prevailing in Europe.

4.7. Prepare Project Descriptions

Draft proposals for the establishment of a regional fisheries commission, together with a fish inspection agency, have been prepared and duly circulated to all countries concerned. They are also available in printed and electronic forms, for use in the future, depending on approaches adopted by the countries. Due to the attitude of some countries, the assistance to implement the proposed solutions has been suspended. 

4.8. Identify Project Pipeline

The priority investment proposals have been formulated during Phase 1. Results of the All- Caspian Marine Expedition will help verify the justification for the investment projects. The invasion of Mnemiopsis leidyi also exercises an impact on the fisheries situation in the sea, especially with regard to pelagic species. It needs to be determined to what extent the invader impacts the food base of sturgeons, as the most important commercial species in the water body, and the most important object of biodiversity in the area. It has to be emphasised that this kind of research needs time, and cannot produce conclusive results within the lifespan of this project, of 18 months. 

The new phenomena are being duly reflected in the revised version of the TDA. Also, the PIP has been updated accordingly.

4.9. Propose Services to be Offered by CCBM

The question of services offered by the base Institute KaspNIRH is inseparable from the problem of establishment of the fisheries commission for the Caspian. The Institute has played a lead role in the Caspian for many years, and so far the CIS countries continue to regard it as the only fisheries institute in the region. The existence of Iranian institutes and their capacities is regularly ignored or minimized, while in actual fact they are ahead of KaspNIRH in certain scientific disciplines, genetics of sturgeons being one of them. Likewise, Iranian institutes seem to be more conversant with acoustic survey methods than KaspNIRH. The proposed system for management of fishery resources in the Caspian foresaw the collaboration of all research institutions working in the region.  The fact that negotiations have come to a standstill has also arrested further work on promoting the services of KaspNIRH as the base for the CCMB. 

KaspNIRH is in need of modernization and adjustment to the current situation (political, as well as scientific) in the region. The Institute seems to be spreading its capacities very thinly by trying to combine its main mandate in fisheries research with commercial opportunities of doing paid work for the oil industry. Those two aspects need careful balancing not to relegate the primary role of the institute to an unimportant (read: not bringing extra money) activity. 

4.10. Proposals for Increased Financial Autonomy

This task dealt with an idealistic situation, whereby the base Institute of the CCMB would become the “centre of excellence” in the region. That assumption was further tied to the establishment of a fisheries commission in the region and KaspNIRH – CCMB playing the lead role in fisheries research. The establishment of the commission has been arrested by the policies of the Russian Federation. Thus, the role of the institute hangs in balance as well. Lack of confidence in the objectivity of the institute’s work expressed repeatedly at various meetings did not allow its promotion as the main fisheries research institute in the region. To the contrary, results of work of Iranian institutes put KaspNIRH in a perspective. Thus, KaspNIRH as a permanent CCMB could be further discussed and considered only if there had been a commission established in the Caspian. Without a commission and clearly defined research responsibilities, together with the fact that KaspNIRH is an institute funded by the State Committee for Fisheries of the Russian Federation, means that proposals could not be made for an increased financial autonomy as a regional institute.  

Chapter 5. Lessons Learnt

The lessons learnt, as formulated below, apply to the CC MB only. More general lessons learnt have been described in the overall report of the PCU. 

5.1. Marine Expedition

The following are the salient points learnt from the expedition:

· There is not sufficient professional capability in the region to conduct fully-fledged acoustic surveys in the immediate future. Another two expeditions would have to be supported by foreign specialists, both during the sea-borne part of it and for the analysis of results.

· Although for all countries the expedition is essential to assess the state of stocks and their distribution, and although these are oil producing countries, they have become aid-dependant and are not ready to finance such an expedition out of their own budgets. Moreover, all are caviar-exporting countries and the expedition is providing information on the state of sturgeon stocks – as a basis for rational management, and in response to a direct requirement from CITES. The international community should determine its policy with regard to financing such expeditions.

· The methodology of stock assessment as a combination of acoustic methods and trawling needs reviewing. The methodology used so far appears to  be inadequate and imprecise, giving erroneous results as a basis of fishing quota allocations. An urgent review of the methodologies, with the participation of the largest possible number of international experts and representation from all Caspian countries, is recommended.

· Surveys need to be undertaken at least twice a year. The countries should commit themselves to funding such expeditions on a cooperative basis. The number of vessels needs to be increased to be able to complete the survey in a reasonably short period (at least two vessels for the Central and Southern part). Further research needs to be done in applying acoustic methods to the assessment of the state of sturgeon stocks. 

· The duration of procedures to obtain permits to survey near-shore waters of the respective countries needs to be shortened and there should be a mechanism for achieving this without international intervention. Hopefully, this expedition has paved the way for the future and procedures will be simplified. 

5.2. Establishment of a Fisheries Commission

This is a critical aspect to the management of fishery resources of the region. Regardless of which version is adopted (the 1992-1995 draft or the EU/Tacis Team draft) it needs to be done. The establishment of an effective management body is critical to the future state of resources and the fishery industry of the region. However, the body should have clearly defined and reasonable responsibilities, and international experience can certainly help to achieve this. 

5.3. Improvement of Fishery Research Capabilities

It is essential that the capabilities of the oldest research institute in the region be brought up to modern standards. This is the most critical weakness revealed in connection with the expedition.  One additional problem is the shortage of funding, as a result of which the institute feels compelled to work under contracts for the oil companies. This detracts the research effort from pure fisheries problems to a number of problems unrelated to fisheries, just for the sake of money paid for such work. At the same time it may compromise the image of the institute as a collaborator with the “evil” oil industry buying “scientific” support.

FORM 2.4 OUTPUT PERFORMANCE REPORT

	Project Title: Caspian Environment Programme, Phase 2

CCMB
	Nr.: SCRE 1/№17
	Countries: Azerbaijan, Kazakhstan, Russia, Turkmenistan, Iran

	Prepared: 11/01
	Consultant: ERM-LI/DHI/GOPA

	Output results
	Deviation from Plan
	Reason for Deviation
	Constraints

	1a. Contribution to the TDA and SAP and recommendations on implementation mechanisms.
	CCMB input prepared during Phase 1, updated during Phase 2 following the schedule adopted by UNDP.  
	UNDP delayed with TDA. 
	None. The CCMB considers the work completed a long time ago. 

	1b. Criteria and procedures for coherent bio-resources management
	Prepared on time, however, not adopted.
	Adverse position of the Russian Federation pushing the agreement prepared 10 years ago and not adopted so far. 
	Internal politics. Unwillingness of the State Committee for Fisheries of Russia to enter a constructive dialog.

	1c. A programme of action for regulatory and institutional development
	Prepared on time, however, not adopted
	Adverse position of the State Com. For Fisheries of Russia
	Politics. Attempts to do it without international assistance.

	1d. Recommendation on protection of spawning grounds
	Work suspended


	No foreseeable need to prepare such recommendations
	Not enough mature fish reaching the spawning grounds

	2. A start on implementation of recommendations for action beyond the timescale of the project
	Prepared on time, no action followed
	Adverse position of the State Com. For Fisheries of Russia
	Politics. Attempts to do it without international assistance.


	Marine expedition
	Undertaken on time
	No permit from Turkmenistan to survey their near-shore waters
	Politics. 

	3. Undertaking two workshops
	One held in May 2001. A second one in early November
	None 
	None

	4. Seminars to introduce resources management concepts
	4 seminars held

- no deviation
	None
	None

	5. A project pipeline for possible PIP
	Prepared ahead of schedule
	None
	None

	6.  A "business plan” describing the means of achieving longer-term sustainability and a regional role for the centre, through increased financial autonomy
	Dubious usefulness
	Reluctance of the base institute-KaspNIRH to play a role of a regional centre. Wariness of all states regarding soundness of research conducted by the base institute and objectivity of research results. 
	1.Unwillingness of the base institute 

2.Research should not become a monopoly of one single institute
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