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	Project Title:
	Catalysing Co-Management in Kiunga Marine National Reserve 

	Project Aim:
	Effective co-management of conservation and development in KMNR.

	 Results:
	1. An effective Co-Management Board (CMB) will be set up.

2. The CMB will implement a pilot Co-Management Programme:

· Joint venture partnerships in eco-tourism

· Certified sustainable lobster and crab fishery

· Marine Research Centre 

	Justification:
	· Institutional and policy development are critical to WWF’s purpose in Kiunga, but key issues remain largely unresolved. 

· To implement its pilot Co-Management Programme the CMB will recognise and tackle any institutional and policy obstacles to progress.

· Once its viability has been demonstrated, the Co-Management Programme can be expanded gradually to additional conservation and development activities in Kiunga and link to those in Dodori.

· Ultimately the approach can easily be integrated into Regional initiatives such as a Kiunga-Lamu Archipelago Community Conservation Area.

	Project Location:
	Kiunga Marine National Reserve, Lamu, Kenya

	Duration
	3 years

	Date of Submission:
	9 October 2002

	Proposed Start Date
	January 2003

	Proposed End Date
	January 2006

	Amount requested
	Year 1: USD 175,000; Year 2: USD 125,000; Year 3: USD 85,000.

	Amount secured:
	USD 30,720 (WWF Sweden)

	Other funding sought: 
	WWF Netherlands; WWF International; WWF Switzerland; WWF UK.

	Conservation Methods:
	Protected Areas; Sustainable Resource Use; Capacity building

Enterprise Development; Lobbying & Advocacy 

	Proposer:
	Julie Church, WWF Project Executant, Kiunga Marine National Reserve, Kenya

	Project partners:
	Kenya Wildlife Services (KWS), Fisheries Dept (FiD), Lamu, Forestry Dept (FoD), Lamu, Kenya Marine Fisheries Research Institute (KMFRI), Local Resource Users, Private investors, Local leaders

	Contact details
	Julie Church, PO Box 99, Lamu. Email: juliec@africaonline.co.ke or wwfkiung@africaonline.co.ke

	Links
	WWF Marine Global Programme (75%): Target Driven Programme on Sustainable Fisheries and Marine Protected Areas; and the WWF East African Marine Ecoregion; WWF Species Programme (5%) – Turtles, Dugong, Elephant; WWF Forest Programme (20%) and the East African Coastal Forest Programme (EACFP)

UNESCO World Heritage Site – Lamu Town since 2001

UNESCO Man and Biosphere Reserve – Kiunga & Dodori since 1980

Kenya Poverty Reduction Structural Programme

KWS Network of Marine Protected Areas, specifically Reserves

WWF Initiated Lamu Conservation and Development Network


A. Project Summary

· The WWF project “Conservation and Development of the Kiunga Marine Reserve” has the following purpose:

“to make a significant contribution to collaborative efforts for the sustainable conservation of the reserves’ habitats and adjacent areas, and of their biodiversity – as species, communities and ecological processes – so that their productivity can benefit local livelihoods and more distant communities forever”

· A pre-requisite for achievement of the purpose is a Co-Management Board (CMB). To inspire and sustain partner commitment CMB activation should be linked explicitly to benefits that are readily appreciated by resource users.

· Support is requested to form a Co-Management Board, develop its modus operandi and set it to work on a pilot Co-Management Programme.

· The pilot Co-Management Programme activities will include joint ventures with private sector investors in eco-tourism, certified sustainable lobster and crab production and commercialised provision of research opportunities to international universities.

· The need to provide an enabling environment for the pilot Co-Management Programme activities will catalyse CMB action to deal with obstacles in the institutional, legal and policy environment.

· Once co-management has been tested and proven viable, the CMB’s role will be expanded to encompass all appropriate aspects of planning and management in Kiunga Marine National Reserve. The CMB will also link to a CMB for Dodori National Reserve, allowing landscape-level coordination of development in the coastal zone. 

· The Kiunga CMB will develop linkages to the Lamu Conservation and Development Network, already initiated by the project, integrating management of the Kiunga-Dodori conservation area within the wider context of Lamu District.

· The Kiunga CMB, with its links to District-scale institutions, will be a natural pre-cursor for a management structure to co-ordinate regional-level conservation area complexes, such as a Kiunga-Lamu Archipelago Community Conservation Area, supporting sustainable management of Kenya’s Exclusive Economic Zone.

B. Project Background

In 1976 and 1979 respectively Dodori National Reserve and Kiunga Marine National Reserve were gazetted.

National Reserve status  allows for controlled use of natural resources within the protected areas. 

Kiunga and Dodori support globally outstanding marine, coastal and forest habitats - they are priority sites in the WWF Eastern African Marine Ecoregion and WWF Eastern African Coastal Forest Programme. 

The region is of cultural significance - the last of the Cushitic Boni people live around Dodori and the coastal zone is home to centuries-old Arab-Swahili cultures. The best-known of these, Lamu Town, became a cultural World Heritage Site in 2001. 

The vast majority of people living along the coast in Kiunga are Bajuni, who have Swahili, Arab and Bantu ancestry. Their traditional livelihoods depend on natural resources - fishing, mangrove harvesting and farming – and they continue to utilise Kiunga for these purposes. Some have become involved in tourism. The Boni in Dodori lived by hunting and gathering, but have been relocated from the Reserve. In recognition of the inter-dependence of environment and livelihood in Kiunga-Dodori, the area was designated a UNESCO Biosphere Reserve in 1980.  

Today, the Reserves face intensifying threats from destructive and unsustainable resource use (fishing, farming, timber), land grabbing, tourism development, habitat loss and pollution. 

WWF seeks to safeguard the area’s natural heritage by promoting sustainable and equitable use of natural resources, in collaboration with partners including Kenya Wildlife Service, Fisheries Department, Forest Department, district officials, local communities and private sector operators.  Since 1996 WWF has been working with these partners to develop a long-term management strategy for the Reserves. 

At the outset, owing to limited resources and to logistic and security factors, a decision was taken to focus on Kiunga. Since then, WWF has invested more than 1 million USD in the project.

WWF’s purpose is:
“to make a significant contribution to collaborative efforts for the sustainable conservation of the reserves’ habitats and adjacent areas, and of their biodiversity – as species, communities and ecological processes – so that their productivity can benefit local livelihoods and more distant communities forever”

The project has established a well-equipped field base and field stations and developed the capacity to work effectively throughout Kiunga-Dodori, a remote area that presents serious communication and logistic challenges.

In the project’s first two phases, great progress was made in community sensitisation and in conscientisation and awareness raising at the local, district and national levels. A large volume of useful data has been amassed on the local economy and patterns of resource use, and on the status of key habitats and species of concern. Data collection continues as monitoring programmes mediated through trained local monitors. 

The principle of co-management has been introduced and discussed with partner institutions at various forums.  The project has completed the groundwork of information collection, situation analysis and awareness-raising and support is now requested to take this forward via a phase of co-management implementation and institutionalisation.

C. Project Justification

Institution of co-management will improve Reserve management performance, elicit positive participation from local resource users, move resource use to a sustainable footing and open the door for new enterprises.

Create an enabling environment for conservation

A pre-requisite for co-management is an enabling institutional and policy environment. In Kiunga this is lacking because:

· Kenya has no regulations, no policy and no management guidelines for the Marine Reserve category of protected area

· Agencies with statutory responsibilities (KWS, Fisheries, Forestry) in the Reserve have overlapping mandates

· No body exists to coordinate stakeholder interests in the Reserve

· Agreements on co-operation are either non-existent or ineffectual

· The tenure status of land and sea resources in the Reserve is not clear.

The results are:

· A management vacuum

· Confusion over the proper division of responsibilities

· Cynicism in the community

· Demoralisation of field staff.

The climate of uncertainty discourages innovative big initiatives such as long term, conservation-oriented, private investment. Instead it favours short-termism, “resource mining”, opportunism and self-interested politicking.

An institution is needed that can be endorsed by all stakeholders and is capable of managing sustainable use of the Reserve. It should be assisted to come up with ideas to resolve the high level issues and start work “on the ground” (and on the sea, in this case). 

Action to create the institution and set it to work will entail strategising, consultation, consensus-building, lobbying and policy development. A risk associated with strategy development is that it can be perceived as esoteric and theoretical. If relevance and significance are obscure and there is no sense of concrete progress, commitment from partners, especially the community, will wane. To give the process an “applied” feel, it will feature explicit milestones:

1. The partner/stakeholder community decides who should be in a Co-Management Board (CMB) to implement pilot projects.

2. The CMB works out the internal procedural details of how it should operate.

3. The CMB starts work on a pilot Co-Management Programme, taking the necessary steps to establish an enabling environment.

4. The CMB starts directing revenues generated from the pilot Co-Management Programme to Reserve and community development.

The concept of the pilot Co-Management Programme will be introduced at the outset in order to set the tone and maintain the focus of the deliberations. 

The Co-Management Programme activities have been designed to address critical areas of Reserve management: revenue generation, sustainable use and information for management.

Revenue generation.

Ecotourism is under-developed. The tourist carrying capacity of the area is much higher than present levels of occupancy. Several attractive sites remain vacant: existing tourism ventures demonstrate how financially lucrative these could be if managed through joint ventures with commercial partners. 

The Kiunga lobster and crab fishery is the most important in Kenya and estimated to be worth a million USD per annum. Much of this revenue leaks out of the area, and there are questions over sustainability. A certified sustainable lobster and crab fishery would secure premium prices from a steady market and would attract resource user involvement if these higher prices are passed on. Profits would be retained for use in management and development of the Reserve.

Research is essentially another form of tourism. Academic institutions will pay for preferential access to the exceptional environments in the Reserves. Precedents for this approach operate in Kenya and Uganda. 

Sustainable use

The lobster and crab fishery will be a high profile example of the benefits of sustainable use, garner community support and enhance local comprehension of the potential benefits to be had. Strengthened support for the sustainable crustacean fishery should undermine the basis for unsustainable harvesting.

Information for management 

A research and monitoring agenda for the Reserves will focus on information required to support management and conservation activities. The lobster fishery will be the source of much information specific to lobster status and productivity, but the commercial research programme will be the major provider to management of information generated from applied research work.

The crab fishery will similarly be the source of valuable data on the status and productivity of crab populations.

Capacity-building

Once under implementation, the pilot Co-Management Programme projects will serve as test cases to stimulate the CMB to acknowledge and solve problem issues. 

For example, examination of the economic potential for eco-tourism will show that it can generate major financial support for Reserve management and community development. But to initiate ecotourism the CMB will have to confront the higher-level issues (resource tenure and institutional arrangements) that hold it back. 

The experiences of jointly confronting and solving problems and translating ideas into action in the Reserve will bond together the partners in the CMB, generating a sense of achievement, progress and purpose.

Hierarchies of conservation management: site to landscape to region

The Kiunga CMB will also link to a CMB for Dodori National Reserve. The Dodori CMB will develop more slowly, but eventually the evolution and increasing interactions and cooperation between the CMBs will provide for landscape-level coordination of development in the coastal zone in Kiunga-Dodori. 

This management capacity can later be scaled up to the regional level through development and consolidation of linkages with the Lamu Conservation and Development Network, already initiated by the project, which is intended to help maintain consistency between conservation of the Kiunga-Dodori landscape and development planning in Lamu District.

Such a group of linked institutions would be the natural candidates to inherit responsibilities for co-ordination of conservation area complexes, such as the Kiunga-Lamu Archipelago Community Conservation Area. This has been identified by WWF as an opportunity under the Commonwealth Seas Initiative.

Timing and phasing

he programme will be phased over three years, with priority in the first year being given to development of joint ventures in ecotourism, and the other initiatives receiving more emphasis in the second and third years. 

Since lobbying, negotiation of special dispensations and other measures may be necessary to create an enabling environment, there is the potential for delays to occur, which may have a knock-on effect in delaying realization of income streams such as joint venture concession or sub-lease fees for the CMB. Secure funding for three years will make it easier to maintain momentum and retain CMB and community commitment.

Innovation in National Reserve Management

This initiative would also be the first of its kind in Kenya and could be a suitable model for replication elsewhere in the country. Since we expect that development in relation to Dodori will go more slowly than in Kiunga, experience from the Kiunga work will be immediately relevant to the Dodori case.

WWF strategy and targets

Success will be a significant step towards achievement of WWF’s objectives in the Eastern African Marine Ecoregion. 

The activities proposed will make achievement much more realistic of WWF concepts such as a Kiunga-Lamu Archipelago Community Conservation Area, identified as an opportunity under the Commonwealth Seas Initiative and for which approval has been sought by WWF from the highest levels of national government. This confirms the logic used in the proposed approach of combining grass-roots efforts with advocacy to address high level policy matters.

Establishment of Co-Management is a pre-requisite for attainment of sustainability, which should be the basis of any responsible WWF exit strategy.

D. Aim

The aim of this project is effective co-management of conservation and development in KMNR.

E. Results

Results needed to move towards the project aim are:

1. Creation of an effective Co-Management Board (CMB)

2. Implementation by the CMB of a pilot Co-Management Programme:

· Joint venture partnerships in eco-tourism

· Certified sustainable lobster and crab fishery
· Marine Research Centre
F. Implementation

This is a results-based approach, which will provide the necessary flexibility in implementation. We know from experience that this is the most pragmatic way to plan ahead.  Each result implies a sequence of steps to achievement.

Result 1: Creation of an effective Co-Management Board (CMB)

· Agreement on purpose, objectives

· Agreement on constitution, roles and responsibilities

· Development of internal CMB procedural operations

· Development of CMB external relations – MOUs with partners, District links 

· Development of CMB financing instrument  (e.g. a Trust Fund)

· Development of benefit-sharing and accountability mechanisms

Result 2: CMB oversees development of Joint Venture Partnerships in Eco-Tourism

· Ecotourism potential assessment – opportunity, financial/economic analyses

· Ecotourism Development Plans for KMNR, addressing:

Regional Setting

Land Use

Infrastructure


Resource Base

Policy & Planning Environment

Management Objectives and Strategy

Visitor Carrying Capacities

Site Selection and Site Development Specifications

Management Activity Zoning

Structures for Administration

Natural Resources Management

Environmental Impact Assessment

The Ecotourism Development Plan is a physical land use plan that assesses the opportunities for ecotourism development within the prevailing policy, institutional and environmental contexts in Kiunga Marine National Reserve.

Having a planning instrument at its disposal, the CMB must next work out how it should go about implementing ecotourism in line with the plan’s recommendations. Of the various options available, at this stage the most viable is likely to be the development of joint ventures with the private sector, which has many precedents in east and southern Africa. 

Next, the CMB will need to address:

· Clarification of tenure situation; negotiation of special dispensations

· Definition of joint venture terms (shared equity, sub-lease or other arrangement, rentals and other fees, routing of payments, site tenure, rights, roles, responsibilities, contingency for disputes) 

· Definition of terms of competitive tender process (pre-qualification terms, proposal structure, selection process, etc.)

· Invitation to private sector operators to tender (Technical Management Plan, Financial Offer and Company Background)

· Evaluation of tender proposals and shortlisting of candidate companies

· Shortlisted companies present to the CMB and the community 

· Selection of Joint Venture Partner/s.

· Finalisation of Joint Venture Agreement

· Commencement of eco-tourism operations.

Result 3: CMB establishes certified sustainable lobster and crab fishery

· Business plan: 

· Financial and economic analyses

· Pricing

· Quality

· Logistics – processing, packing, order servicing
· Market analysis 

· Marketing and promotion

· Risk and sensitivity analysis

· Sustainability analysis:

· Lobster and crab fishery production and population structure

· Sustainable offtake

· Protective measures:

· Berried lobsters

· Size limits

· Quota system

· Closed areas

· Closed seasons

· Preferred harvesting methods

· Innovations – lobster pots, cages, etc.

· Awareness raising for community resource users

· Resource tenure clarification and access issues – special dispensation?

· Constitution of sustainable fisher association

· Membership qualifying conditions

· Informal access issues  –  “by-laws”, fisher groups manage harvest sites?

· Harvesting standards – methods, sizes, quality, etc.

· Sustainability Certification

· Promotional activities in the market

· Inspection, monitoring and compliance – self-regulation?

· Training fishermen

· Training resource monitors

· Training receiving and shipping staff

· Receiving and shipping facilities established:

· Ice plant established 

· Weighing scales provided

· Packing plant established

· Food hygiene certification accomplished

· Shipping protocol developed

· Financial procedures developed 

· Benefit distribution procedures developed

Result 4: CMB develops commercial relationships with academic sector

· Assessment of applied research, monitoring and training needs:

 “Information for Management”:

· fisheries management  - offtakes, distribution, sustainability, impacts, gears, innovations, etc.

· key species – status and ecology. KMNR: dugongs, turtles, dolphins, whales, tuna, bill fish, lobsters, sea birds. DNR: large mammals, elephant, hirola, endemic plants.

· habitats – reefs, mangroves, sea-grass beds, pelagic habitats, terrestrial DNR.

· socio-economics – livelihoods, culture, project impacts, etc.  

· environmental – recycling, treatment and conversion of beach wastes

· programme monitoring needs

· Information management systems 

· Integration with Reserve management

· Needs for training and skills transfer

· Education and awareness

· Community participation

· “Market research” with international academic institutions

· Exchange visits

· Facilities site selection and concession area delineation

· Environmental Impact Assessment

· Clarification of tenure situation; negotiation of special dispensations

· Solicit expressions of interest in collaboration.

· Definition of terms (shared equity, sub-lease or other arrangement, rentals and other fees, routing of payments, site tenure, rights, roles, responsibilities, contingency for disputes) 

· Invitation to selected institutions to tender (Academic Programme Development Plan, Financial Offer and Institutional Background)

· Evaluation of tender proposals and shortlisting of institutions

· Shortlisted institutions present to the CMB and the community 

· Selection of Joint Venture Partner/s.

· Finalisation of Joint Venture Agreement

· Commencement of research, monitoring and training operations.

Supporting activities – information sharing and lobbying

The process of CMB development and initiation of the pilot Co-Management Programme will necessitate information sharing between WWF, the CMB and all levels of society, and especially the local resource users.

Once the Co-Management Programme is underway and delivering benefits, information flow will be more spontaneous. 

Since this is a ground-breaking initiative which could become a model for replication elsewhere in Kenya, significant new developments, innovations and advances will be widely publicised in the press and media such as Kenya tourist trade publications. As well as raising general awareness, this will assist CMB lobbying efforts to get action on high level issues. 

Lobbying will probably be necessary to get progress on the following:

· Confirmation by action that Kiunga and Dodori is a high priority for KWS

· Pre-emptive intervention on land grabbing to establish the precedent that all development must be subject to high-level scrutiny

· Clarification of the tenure status of land and sea resources in the reserves

· Regulations on designation and management procedures for marine reserves to be promulgated as a matter of urgency

· Related agreements on KWS, FoD and FiD co-operation in marine reserve management to be formulated as a matter of urgency

· Related agreements on KWS and Lamu County Council co-operation in marine reserve management to be formulated as a matter of urgency

It may take a long time to achieve progress on these high-level issues, but in order that the delay does not hold back progress, lobbying efforts will also stress the need for special dispensations to be granted by Government to the CMB in recognition of the innovative and promising approach being piloted. 

The various plans and feasibility analyses to be produced in the early years will be crucial “ammunition” in the lobbying process and therefore the costs of their production must be regarded as investments that will leverage access to much greater income for the Reserves later on.

G. Implementation Schedule & Budget – Three Years

Please see the following pages for a budget overview.
























� Note that the World Bank funded a research station at Kiunga as recommended by UNESCO, but this was hardly used due to logistic and security factors. The few studies undertaken concentrated on the wildlife and vegetation of the hinterland.
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